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INTRODUCTTON

Background

In September, 1980, staff members of the Bureau of Educational Research
(BER) and the Mid-Atlantic Center for Community Education (MACCE) at tke
University of Virginia presented a research proposal to the Danville
Community Education (CE) Administrative Council, requesting permission
to conduct a study of interagency relationships in Danville, VA.

Interagency cooperation and collaboration aie key components in the
community education and human services field, and there is a growing body
of literature on some aspects of the subject. However, no case studies
seem to be available which detail specific relationships.

The need for research in this area recently was documented (Gansneder
et. al., 1980). This study reported responses from members of the National
Community Educatior Association (NCEA) concerning their perceptions of
research needs in the field. Of the six research needs ranked highest,
th-ee involved aspects of interagency cooperative relationships. This
study, therefore, is an attempt to respond to part of these identified
needs.

A search for a site for the investigation was based on two criteria:
1) identifying a community where two focal agencies had demonstrated
support for the interagency approacn; and 2) funding a program in which
MACCE staff had been involved, at some level of operation. Thus, the
nature of the interagency relationship which has existed between the
Department of Parks and Recreation and the Danville Public Schoo's since
1972 and the MACCE's interest in continuing its relationship with those
agen~ies and Danville's CE program were the major reasons that Danville

was selected as a desirabie site in which to carry out the studv.

El{lC ‘ )

Aruitoxt provided by Eic:




|

Purpose

The purpose of the study is to conduct a systematic investigation
into the nature of interagency cooperative relationships. Through the
use of research questions as a framework for the inquiry, the characteristics,
factors, and components of such a relationship are identified.

Five research questions were a guide for this study:

1. How is interagency cooperation/collaboration defined by ecach

agency official? in the literature?

2. What do the agencies see as the advantages and disadvantages

of the cooperative re¢lationship?

3. How important to the continuation of the cooperative

relationship are program parameters? environm ntal
factors? program processes?

4. What is the extent of each agency's commitment to the

cooperative relationship?

5, How have different groups in the community {(e.g., clients

of the agency, non~clients) reacted to the cooperative

relationship?

Definitions
Interagency relationships, as a concept, has been defined by various

theorists in widely differing ways. Levine and White (1961) believed that

a wey component of such relationships is exchange, by whichk rhey meant a
voluntasy activity involving two organizations, the activity having
consequences for the achievement of the organizations' goals. Homans
(1958) helped frame the central nction of exchange theory. when he noted

that material and non-material goods are the main ¢lements involved in the

O
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social process of exchange. Ringers, Jr. (1977) described "interagency
programs" as '"two or more agencies (which share space, staff, costs and/
or other resources" (p. 7).

Some writers have used the term "cooperation" in describing such re-
lationships. Others have preferred "coordination" or "collaboration."
While there is a lack of clear agreement as to definitions, the differences
seem to depend on the amount of sharing or exchanges between agencies. A
"sharing continuum” would have cooperation at one end, collaboration at
the other, and coordination in the middle. Cooperation would involve fewer
shared arrangements, and collaboration wonld involve many.

Shoop (1976) saw cooperation as involving "interaction" and 'mutual
benefit" to all involved (p. 8). Aiken, Dewar, DiTomaso, Hage and Zeitz
(1975), on the other hand, thought of cooperation as a set of attitudes,
requiring "mutual understanding, minimum shared goals and values, and
ability to work together on a common task" (p. 9). Cock (1979) defined
cooperation as an ''association for mutual benefit" (p. 4). Parson wrote
that role definition and communication are the concepts central to
cooperation, and he gave as an example the provision of a community
agency's services through a community school, with both organizations
"still maintaining their separate identities" (1975, p. 22). Black and
Kase (1963) were of the opinion that cooperation involved informal
understandings and pcliteness across organizations.

Coordination seems to involve more exchanges between agencies than
does cooperation. Aiken, et al. (1975) believed that agency coordination
included a service system with comprehensiveness and compatibility of all
elements, and cooperation between staffs and agencies. The elements which

they saw as needing coordination were programs/services, resources, clients
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and information. Denton (1975) described coordination in very comprehensive
terms, indicating that it included joint purchasing, joint planning,
coordinated use of buildings, permanent staff liaisons, and ultimately the
merger of the two systems or agencies. Wood (1980) listed five functions
of interagency coordination: shared program information, shared client
recruitment, shared resources, joint programming, and joint operations.
Black and Kase (1963) contracted coordination with "integration', they saw
coordination as involving fewer exchanges than information, but still
maintaining a willingness to share and to see that the job got done with

a reduction in duplications between agencies. Davidson (1976) thought
that coordination was the '"process by which two or more organizations

make decisions together" (p. 118). He added that it requires joint
decision making and continuing interaction of the decision makers, that

it involves costs and benefits to all parties, and that some interests

are advanced and others not, in the process.

Finally, collaboration has been viewed as similar to cooperation and
coordination, except that it involves high levels of exchange. Eyster
(1975), for instance wrote that coilaboration "means mo.e intensive, long
term, and planned concerted efforts by community organizations than are
usually implied by the terms interagency coordination or interagency
cocperation (p. 24).

Tn addition to defining the concept of interagency relationships, some
writers described the boundaries and critical variable involved. Levine
and White (1961) delineated four dimensions of exchanges: the parties
to the exchange, t kinds and quantities being exchanged, agreements
underlving exchan, and the direction of the exchange. Gansneder, Rochen,

Mallory, and Kaplan (1980) attempted to develop a data management system
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for Community Education, and broke out these relevant interagency relation-

ship variables: degree of shared decision making, and interagency involvement
(in such areas as policy fermation, program planning, program implementation,
program evaluation, program participation, and program referrals).

Marrett (1971) described interagency relationships among social service
organizations, and identified degree of formalization and degree of

intensity as two significant boundaries of interagency relationships.

Guetzkow {1966) suaght a framework within which to study interorganizational
relations, and listed three ways in which organizations relate to others:

1) interpenetration of organizations (simultaneous membership in two
organizations, certain people serving on the boards of several organizations,
and, interestingly, ideological penetration, such as the case of a pro-
fessional organization instructing its members how to act in their parent
organiztions);

2) interaction at the boundaries or organizations (communications with other
organizations or constituents of other organizations, labor-management
relations, etc.);

3) interactions thr.ugh supraorganizational processes (these are more

formal relationships, such as were formed when many nations of the world
agreed to begin the United Nations, and on a more national level, the
interactions which occur through regulatory commissions, brokerage houses,
Conciliation and arbitration offices, the courts, etc.).

Litwak and Mever (1966) listed four principles of communication in

mechanisms of coordination: the principle of initiative, the principle
of intensity, the principle of focused expertise. and the principle of
maximum coverage (meaning that improved coordination will occur when a

communication procedure exists that reaches large numher of groups).
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Lastly, Adams (1980) described a different aspect of the interorganiza-
tional dynamic: boundary role persons Adams looked at organizations as
existing in turbulent environments, and felt that their interactions take
place at the organization boundary. The boundary is not a wall or a fence,
but rather people who represent the organization to the outside world.

Such people are typically more psychologically distant from the organization
than are others, he argued, and they need this distance to represent
accurately the attitudes and values of those in their organiztion, while

at the same time being able to give necessary feedback to their parent
organizations. Adams listed five kinds of boundary activities: transaction
of the acquisition of organizational inputs and disposal of outputs (such

as purchasing agents, salesmen, bank loan officers), filtering inputs and
outputs (personnel interviewer, materials inspector, admissions officer),
searching for and collecting information (this very important functiom is
carried on by all boundary role persons, who are put in positions of having
to be selective about the information they report), representing the organi~
zation (product advertising, public relationms, lobbyists, media repre-
sentative, etc.), and protecting and buffering the organization (all
organizations, indeed all organisms, protect themselves from external
disruption; examples are security guards, receptionists, ticket controllers,
checkout clerks, floor walkers, etc.).

The concept of interagency relationships is a central one in Community
Education. It is described in most texts and brochures as such. Decker
.1977) listed interagency cooperation, coordination, and collaboration ac
among the six basic Community Education components. Thomas, writing in the
Avgust, 1980 State Leadership News in Community Education, stated: "Inter-

agency cooperation is recognized as a cornerstone of Community Fducation.




Anyone who espouses Community Education must know what interagency cooper-
ation means'" (p. 5). Wecod, writing in the same issue, agreed that (what he

called) inter/intra-agency collaboration is one of the "key process elements"

of Community Education, but he argued that the term "interagency relation-
ship" is rfar from clear (p. 3). Some clarity concerning its meaning is

necessary if the concept is to be applied to an actual on going relationship.

Incentives and Benefits

Ir addition to listing various ways of defining and understanding the
nature of interagency relationships, a wide range of incentives for coordi-
nation is mentioned in the literature. These incentives fall under three
general categories: the need for exchange of resources, usually caused by
a scarcity of same; the need to make better use of existing resources; and

changes/pressures from the environment fostering cooruination.

Need For Exchanges

Those who believe that irteragency coordination results from the need

to exchange resources usually cite the "scarcity hypothesis" first put

forth by Levine and White (1961). Levine and White studied 22 health

organizations in New England, looking for factors which might explain
successes and failures of coordination. Simply put, they found that
organizations which lack sifficient resources to meet their goals were
likely to engage in exchanges with other organizations. Other factors
also affect the tendency to coordinate they found, such as the source of
agency funding, type of agency, and ability of two or more agencies to
agree on their respective domalns. The use of a common board for two or
more agencies did not enhance coordination efforts, according to their

study.
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Kaplan and Warden (1978) also noted the economics of scarcity as an
incentive for coordination, especially among public school systems. In
a time of growing concern over rising public expenditures for human services
and demands fecr reduced property taxes by the electorate the public schools
have becomé increasingly aware of the advantages of coordination and
collaboration.

Evan (1966) and Wood (1972) agreed with Levine and Whit2 concerning
the imp,rtance of scarcity. They also viewed coordination as a process of
exchanges, and argued that the shortage of needed resources is associated
with increased coordination between agencies. Finally, Kaplan (19275) cited
the decreasing number of school bond issues apprcved by the voters as an
~dditional push toward public school coordination of services and resources.

Adamek and Lavin (1969) looked at the scarcity hypothesis, and came up
with an alternate view. They did research on 321 health and welfare agencies,
testing the relationship between scarcity of clients, staff and nonhuman
resources, and the degree of interagency coordination. Conzerning clients,
they found that there was a direct relationship between the amount of
exchange among organizations and a lack of client scarcity (in other words,
organizations with no lack of clients tended to initiate exchanges more
often than did those with a scarcity of clients). They also found no
relationship between the scarcity of staff and tendency to exchange among
organizations. It was only when they looked at the nonhuman resources of
agencies that they found a relationship between scarcity and levels of
exchange. They concluded that it is an oversimplification to state a
direct relationship between resource scarcity and coordination. Rather,
they believe there may be a curvilinear relationship, in that those

organizations which have the fewest resources tend n to enter into

!
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exchanges,—and tbose with great amounts of resources also tend to avoid

exchanges. Organizations with a relative abundance of resources (relative,
that is, to the great number with a scarcity) may enter into coordinating

relationships more frequently than others.

As a way of explaining thair findings, Adamek and Lavin suggest that
there may be a confidence factor involved. In order to honor one's agreement
to complete an exchange, an organization may have to maintain more than a

subsistence level of resources. On the other hand, those agencies which

are relatively rich apparently have an abundance of confidence in their

ability to wmeet their own needs.
Improved Resource Utilization

Related to the notion of scarcity and need for exchanges in order to
fulfill organizational goals is the concept of efficient r .ource utiliza-
tion. Even those organizations which are not facing critical funding
shortages often appreciate the need to improve their resource utilization,
and to do so provides incentives for interagency coordination in some
cases.

Ringers, Jr. (1977) noted that the public schools' interest in "re-
cycling" school space, especially in a time of declining enrollment, has
been an incentive for interagency coordination. 1In addition, our increased
appreciation for energy conservation needs has led some to share facilities.
Cook (1979) pointed out that the duplication of services and fragmentation

of programs seen in some communities has led to interagency relationships.

She added that a joint approach to funding sources has also been attractive

to some agencies, as they perceive such approaches enhance their chances

for receiving funding.
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Kaplan (1975) added that, in a time of declining resources available for
human services, the awareness of utilizing resources is especially high.
Thus, school buildings which are open ouly 50% of the time are seen as
wasteful, leading some school systems to seek arrangements with other
organizations for shared facility use. The theme of reduced duplication

of services was also noted by Eyster (1975).

Environmental Changes and Pressures

The third category of incentives for interagency coordination involves
the external environment. Unlike the first two kinds of incentives, which
focus on intraagency and interagency factors, this area includes a number
of issues which are largely if not totally beyond the organization's control.
In the view of some, environmental issues are the most important factors in
determining interagency coordination.

An example of an environmental change or pressure affecting interagency
relationships was cited by Golder, Jacobs, Murray, and 0'Dea (1975). From
their study of a state college and its move into the CE field, they learned
that the major incentive for coordination was the increasing and complex
nature of community problems experienced in the area, problems which required
a coordinated and comprehensive treatment from a number of agencies and
individuais.

Terreberry (1968) provided one of the most oft-quoted arguments in favor
of an environmental approach to understanding interagency relationshine in

her paper on organizations and '"turbulent environments.'" She concluded

that it was the behavior of other organizations, as well as the rapid rate
of change in the organization's field, which created incentives for

interagency relationships. Increasing change, she said, leads to decreased

e
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predictability and autonomy on the part of each organiztion. This leads
to increased reliance on each other to deal with these external factors.

Black and Kase (1963) cited a number of reasons for increased interagency
coordination, including the growing demands of the populace for increased
levels of service. Aiken, et al. (1975) suggested that environmental

forces may play the role of applying pressure to organizations to initiate

cooperative relationships. Clienc groups and community elites were noted

as especially potent sources of community pressure.

A number of Other environmental factors have been mentioned, including
crisis situations which require coordinated efforts (Litwak & Hylton, 1962),
the growing national interest in coordination (Eyster, 1975), social and
environmental changes (Hasenfeld and English, 1974), and the growing
appreciation for the interrelatedness of social problems (Black and Kase,
1963). An alternative to the "turbulent environment" thesis put forward
by Terrebervy was offered by Aldrich (1975), who argued that it is in stable
environments that organizations are most able to coordinate. He wrote that
only in stable settings were formalized relations among organization:
possible.

Levine and White (1961), from the study of health organlzations,
identified another environmental factor: the support base of the agency.
Corporate organizations (those which delegate authority downward from a
national to state or local level) were less involved in local interagency

arrangements than federated agencies, which delegate power upwards to the

state or national leveis. 1In a similar finding, Litwak and Hylton (1962)
noted that agencies which are primarily reliant on the local community for
funding are more inclined to coordinate than are those with state and/or

federal funding sources.
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Some writers have offered other ideas on incentives for interagency

coordination. Aiken and Hage (1968), for instance, hypothesized that
agency complexity and diversity was an important determinant, in that
complexity leads to irnovation, which leads to new programs, which require
new rasources and a perception of interdependence among agencies. The
major themes running through the literature, concerning incentives for
interagency coordination, are the three cited above: scarcity of resources
and need for exchangz; the need to make better use of resources; and

changes or pressures from the environment.

Facilitators

A number of writers and researchers have tried to identify specific
facilitators for interagency coordination. That is, even when conditions
are present which provide incentives fcr coordination, coordination does
not necessarily occur. Certain factors within and between organizations
have beer identified as playing useful roles in the actual facilitation of
coordination.

Reid (1964) looked at delinquency prevention programs, and found fairly
small amounts of coordination present. He noted that the conditions which
appear to facilitate coordination are, 1) share goals amnng agencies,

2) romplementary resources, and 3) maintenance of efficient mechanisms for
control of exchanges. Aiken and Hage (1968) looked at the same variables
but came up with a somewhat different conclusion. They agreed that

comp lementary resources between agencies is useful, but found that agencies
sought out others with different, not similar, goals. They believe that
such combinations tend to reduce the likelihood of diminished autonomy.

Litwak and Hvlton (1962) suggested that the use of a coordinating
agency (such as a cocmunity chest) can facilitate coordination between

‘¥
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agencies, taking advantzge of their objectivity and lack of direct stake

in the coordinzting effort. As they saw it, the key question was how to
increase cooperative aad coordinating behavior between agencies, while

still assuring them autonomy. 1In a somewhat similar vane, Ringers, Jr.,
(1977) suggested that a middleman, or "enabler" can play an important role
in bringing together key people from each agency to work on coordinating
efforts. Eyster (1975) suggested the same apprcach, adding that the
middleman or catalyst could provide the careful training of those in leader-
ship positions which genuine cooperation requires,

Shoop (1976) emphasized the prccess of discussing interagency relation-
s..ip formation as a key factor in overcoming likely barriers. He stressed
that a focus during the early stages on such issues as trust, underlying
philosophical bases, and mutual nceds assessment of clients, can be
helpful in fostering and shaping coordination. Denton also favored actions
which emphasized the process of coordination, citing the need to establish
non~-threatening situations in which agency staff members could get to know
one another. Cook (1979) also looked at interpersonal issues, and noted
that no element may be more central to facilitating coordination and
overcoming barriers than that of trust.

On a cdifferent level, Warren (1967) suggested several steps to
coordination including 1) use of common data banks, 2) prompt communication
of proposed program or policy changes between organiztions, 3) feedback
procedures among community organizations and clients, 4) procedures to
improve the resource allocation among community agencies, 5) overlapping
board and committee memberships acrcss organiztions, 6) interaction of
community staff with one another including ad hoc collaborative arrangements,

and 7) procedures for joint planning and decision making among agencies.

1
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White, Levine, and Viasak (1969) took a position similar to that of
Litwak and Hylton (1962), in advocating a mechanism for facilitating
exchanges. They suggested that an exchange network be set up to enhauce
the rational delivery of services (e.g., a patient may be moved from a
psychiatric hospital to a half-way house, requirirg cooperation between
the sponsoring organizations). And Denton (1975) suggested that putting
an emphasis on publicizing successful coordination efforts can facilitate
future arrangements.

The list of facilitators can perhaps be understood most easily by
looking at it from two perspectives. Some of the writers looked at the

' interpersonal point of view. Shoop (1976),

question from a "process,'
Cookr(1979), and Denton (1975) emphasized the need for trust, non-threatening
situations, exploration of mutual interests and differences between the

key people involved. Others, like Litwak and Hylton (1962), and Reid

(1964), spoke to the need for formal mechanisms, such as coordinating
agencies, enablers or middlemen (Ringers, Jr., 1977, Eyster, 1975), clearly
defined steps to be followed (Warren, 1967), or degree of similarity or
difference between organizational goals (Reid, 1964, Aiken and Hage, 1968).
This distinction between personal and organizational variables is often

seen in the organizational literature, and provides distinctly different

ways of approaching organizational and interorganizational analysis.

Barriers

With a long list of facilitators and incentives for coordination, one

might assume that interagency coordination is the rule rather than the
exception. It is not. As Greiner noted (1978), many practitioners, like

CE professionals, express support for coordination efforts, but little
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actual coordination takes place. To understand why this appears to be so,
the barriers to, and perceived costs of interagency coordination must be

understood.

Organization Autonomy

Several writers noted that a concern for autonomy is expressed by many
whe are asked to coordinate agency services. Shoop (1976) pointed out
that, from the schools' point of view, there is a fear of outsiders which
leads to a protective, less-than-cooperative stance. Aiken, et al. (1975),
noted that certain barriers seemed to be built into the human service
network, such as organizational autonomy, professional ideologies, conflicts
among client groups and conflicts over who has control of resources. Kaplan
and Warden (1978) said that the most fundamental obstacle was the fact of
ideologies and "entrenched political processes" which separated education
from other governmental functions (p. 212).

Denton noted the tendency toward organizational autonomy and said it
was also seen in staii{ members, who tend to view coordinative efforts as
threats to tneir own autcnomy. Hasenfeld and English (1974) expanded on
this theme, noting that organiz~*-ions often develop segmentally, reflecting
the ideologies and interests of those who promoted them initially. Such
incremental often disjointed development can make coordination quite

different.

"Turf Protection"

A barrier which is related to autonomy has to do with the tendency on
the part of agencies and staff members to protect what they perceive to be

their turf. Eyster (1975) described the efforts among many 1in the public
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schools to protect the school buildings from outside use. '"Placeboundedness"”
was his term for this attitude, and it has to do not only with protecting
tacilities, but also with the general notion that education, arl only
education, takes place within the walls of a school building.

Greiner (1978) described a great deal of competitiveness he witnessed
in the CE field, as it relates to recreation. He found that those who

supported programs which stressed cooperation often seemed to be looking

for programs to take over, to be initiating programs already offered in the
community. Goldhammer suggested that educators have worked long and hard

to build up a strong national support base, and they may feel threatened

by a change which seems to suggest an altered role and a perceived challenge
to that support base (quoted in Kaplan and Warden, 1978, p. 213). Denton
(1975) also agreed that turf protection and poltical sensitivities were

common barriers to effective coordination.

Organizational Size

A third kind of barrier mentioned in the literature concerns the size
of the organization. Reid (1964) argued that large agencies, like school
systems, develop specialized departments for various problems and needs,
which can result in the feeling of self-sufficiency. Eyster (19/5) agreed,
noting that from his study of over one hundred projects focusing on inter-
agency coordination, there was a tendency toward less coordination as agency
size increased. Aiken and Hage (1968) found no such correlation in their

study, however.

Other Barriers

Several other barriers, and perceived costs of coordination, have been
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cited in the literature. Litwak and Hylton (1962) found that the perceptious
~f those in key organizational positions play a major role, and that when
such people perceive very little interdependence between their organization
and others, then little coordination will result. Denton (1975) added an
element rarely mentioned, history. Organizations which have attempted and
failed to coordinate over the years have a built in barrier, he found.
Levine (in Demone, Jr., and Harshbarger, 1974) listed four impediments to
coordination, inctuding lack of hierarchical authority, different organi-
zations, and dif ferent authority systems concerning client referral, pro-
fessional standards and procedures. Warren identified two perceived costs
0f coordination: low levels of innovative behavior, and few paaks of
excellence by staff members. Finally, Eyster (1975) identified time
constraints, different personalities, c¢ifferent degrees of commitment to
services, and the political nature of most organizations as constraints

to the coordination process.




METHODOLOGY

The study uvsed the naturalistic approach to inquiry, in which research
Juestions guided the overall work, but the areas being investigated were

permitted to become more clearly articulated as the study progressed.
is, the study tock on "a life of its own."

That

This "life" always was within
the basic framework of the study, understanding the nature of interagency
relationships in Danville.

Whenever dquestions other than those initially
posed arose during the investigation, they were pursued.

Thus, the research
team took an open-~ended appioach, pursuing leads, people, documents, and
themes which emerged as part of the study.

Naturalistic inquiry was selected for use S the methodology because

it provides opportunities in a systematic fashion for researchers to

together.

explore the richness, the relationships, and the underlying tensions and
glue which cause stress and disruption or which bind the organizations

To explore relationships between entities as complex as a public
school system and a parks and recreation department, an immersion into the

day-to-day activities and behaviors of the Ley actors was necessary.

Naturalistic inquiry was seen as the most appropriate method for this kind
of exploration.

The use of the naturalistic inquiry method is relatively new in the field

of education, although the approach employs techniques and strategies which

have been utilized for decades in such fields as anthropology and sociology.

Naturalistic inquiry may be understood by contrasting it with the more

frequently used experimental resecarch method (see Table 1).
Key Actors

Aruitoxt provided by Eic:

The study was shaped by the ideas and interests of the key individuals
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Comparison of Experimental and Naturalistic Approaches

Philosophical

Differences

Inquiry
Paradigm

PurEose

Stance

Style

Reality

Values

Setting

Context

ERIC
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Table 1

Experimental Approach

Concerned with facts,
causes, states of reality
which can be measured

and compared

Sees world as made up
of variables which can
be isolated and con-
trolled to see the
effects of a change in
one area on another

To test a hypothesis
and verify it or not
verify it

Takes a reductionist
stance, seeking data
for a small sample of
reality; a focused,
singular view

Interviews, manages,
manipulates

There is one reality,
.to be sought and
identified

Sees world through one
value framework, assumes
inquiry to be value-free

Laboratory

Controls for the context,
excludes the context in
data, or withdraws from
it

Ty
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Naturalistic Inquiry

Sees reality as subject-
ive, it what people
imagine it to be, the
concern is with describing
and understanding social
phenomena

Immerses itself with an
open mind, cross checks
one's perceptions with
others, seeking con-
vergence

To discover perceptions
of reality

Takes an expansionist view,
a holistic view, it is
open minded, exploratory

Selects members of an audience,
watches for aspects con-
sidered critical in

importance

There may be many realities
with each having several
layers, existing in the
minds of individuals, and
changing over time

Sees values as part of the
inquiry which shapes the
work, takes a pluralistic
view

Natural environment

Includes context, finds
it relevant
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Table 1 (Continued)
Experimental Approach Naturalistic_Inquiry
Methods Seeks agreement between Seeks confirmability,
two or more equally agreement from a
competent observers, variety of sources
to gain an objective |
appraisal |

lAdapted from Guba, E. Toward a Methodology of Naturalistic Inquiry in

Educational Evaluation, 1978,
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most centrally involved in the two organizations, consistent with the

naturalistic inquiry method. There is no one reality, according to

naturalistic inquiry, rather there are maay realities, and they vary with

the people involved and the situations in which the individuals find
themselves. Thus, it was important at the outset for the researchers to
gain at least an initial feeling for the conéerns, interests, and assumptions
of key people, and to let those individuals know of our interest in doing so.
An additional benefit of thnis step was the help it provided in the researchers
establishing rapport with the staff members invelved.

Initial meetings with key people took place during the initial visit
to Danville in September, 1980, and during a two-day follow-up visit in
October, 1980. During these meetings, the researchers and several members
of the public schools staff dined together and spent time in informal
discussions, sharing some ideas and questions about the study. 1In additionm,
formal interviews were held with the Superintendent of Schools, Director of
Parks and Recreation, Director of Career and Vocational Education, Adult and
Continuing Education (to whom the coordinator of Community Education reports),
the two Community School Program Supervisors, and the Coordinator of CE. The
focus of these interviews was on the nature of each person's involvement in
the interagency relationship, in their respective organizations, and in their
interests in the study's outcomes.

Subsequent on-site visits were made to Danville to cont’nue the
interaction with key actors in the interagency relationship. A list of

key actors is presented in Table 2.

Data Collection Methods and Procedures

Four types of data collection techniques were used:




Table 2

List of Key Actors

Danville Public Schools, Central Office:

Dr. Tom Truitt, Superintendent
Dr. Jack R. Lewis, Jr., Director, Adult and Continuing
Education, Career and Vocational Education

Danville Public Schools, Principals:

Nancy Ingram, Bellevue Elementary School

Gordon McCubbins, Bonner Junior High School

David Crews, Langston Junior High School

Bernard Ladd, Johnson Elementary School

Robart Haskins, George Washington High School

Ron Hutchinson, former principal, Gibson Elementary Schouil
former principal, Bonner Junior High School

Danville Parks and Recreation Department:

John Gilstrap, Director
Leticia Lindsey, Assistant Director

Community Fducation Program:

Jackie Rochford, Coordinator of CE

Marsha Gardner, Community School Program Supervisor
"Dit" Newnam, Community School Program Supervisor
Leon Watkins, Custodian, Bonner Junior High School
Danny Ellis, Custodian, Langston Junior High School

City Council:
Stony Bolton
School Board:
Robert Wiles (former member)
Others:
Doris Pritchett (VPI & SU Extension Service)
Sellers Parker, Jr. (YMCA)
Dr. Max Glass (Danville Community College)

Lalor Earle (Danville Area Council of Community Services)
Steve Parson (VPI & SU Community Education Program)

22
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1. Interviews with individuals and groups

2. Observations of interagency programs, staff meetings, meetings
between key staff and others (e.g., professionals, citizens)
3. Document analysis

4. 'S .adowing" of key staff through a major part of their day

Interviews

Who to Interview. The first question to be decided was, “Who should

be interviewed?" The researchers determined that several categories of
people would be interviewed. Research Question #1, How is interagency
cooperation/collaboration defined by each agency official? guided the
researchers to interviews with several staff/members of each organization,
especially those with ongoing involvement with the interagency program.
The research question pertaining to perceived advantages and disadvantages
of cooperative relationships indicated to the researchers that not only

staff members but also members of governing boards such as the School Board

and City Council must be interviewed. The research question relating to the

importance of program parameters, environmental factors, and program processes,
opened up several new categories of interviews. Fot instance, one environ-
mental factor to be included is History and Ownership. Thus, efforts had to
be made to find individuals who were involved in the early stages of the
interagency relationship, in order to understand its origins and early
development, as well as the involvement from both organizations. Similarly,
such Program Processes as motivation, conflict, and communication could be
understood only if staff at several levels of each organization were inter-

viewed, since their per.:ptions might well vary from the perceptions of those

in decision-making positions. Finally, a number of individuals who work
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in local social and human service agencies and have contact with both

organizations through the interagency relationship were interviewed, in
order to gain insight into the fifth research question which dealt with the
reactions of other groups in the community to the interagency relationship.

In all, 22 individuals were interviewed, 7 of them on two or more
occasions. Two individuals whose views would have been valuabie, but who
were not interviewed, were Dr. Zane Eargle, Superintendent of the Danville
Public Schools in th early 1970s, and Jim Greiner, Director of Parks and
Recreation at the same time. Eargle no longer lives in the State and could
not be interviewed due to budgetary limitations. Greiner continues to live
and work in Virginia, but suffered a serious illness during the study and,
thus, was not approached for an interview.

The Interview Process. In keeping with the nature of naturalistic

inquiry, the types of questions asked, the order in which they were asked,
and the amount of follow-up with each interviewee varied according to the
information needed and the flow of the interview. For example, interviews
conducted with local persons such 1s the Superintendent of Schools and the
Director of Parks and Recreation covered a wide range of topics on the
interagency relationship, from history to current support bases and from
perceptions and definitions of CE and interagency relationships to specific
items on the budget. Individuals with the most contact and knowledge about
the interagency program itself were asked more follow-up questions to probe
for the nuances, background, and rationale of decisions, of implications
resulting from particular actions, and of feelings between specific individ-
uals and agencies.

The structure of the interview session also varied with the interviewee

and type of interview. When talking with a former School Board member, for

L
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example, the primary need was to learn more about the origins of the inter-
agency relationship. Thus, the incerview was structured and straightforward
with a list of questions pertaining to one specific area, history. On the
other hand, an interview with a staff member who had ongoing involvement
over several years with the program, and who was accessible for interviewing
at frequent intervals was less formal, covered a broad range of *~nics, and
followed its own course.

The general approach of the interviewer included beginning aninitial
interview with some "small talk" and discussion of professional backgrounds
and interests. Next, the purposes and approach of the study were explained
and discussed and the purpose of the interview was given. Finally, a number
of questions were posed, many having follow-up questions,in order to clarify
responses, to gain additional information, or to pursue a "lead" offered by
the interviewee.

In order to gain insights and to uncover attitudes or feelings which
were not disclosed during the main course of an interview, the interviewer
occasionally would probe for information. Probes ftook several forms. 1In
some instances, a staff member of the same or different agency would be
anonymously quoted on a given topic to learn the interviewee's reactions.
For example, when one of che key decision makers was discussing,during a
second interview,the very positive nature of the interagency relationship,
the interviewer noted that some staff had indicated a lack of formality in
the relationship, implying that little was written down or articulated as
policy concerning the relationship; most of the outcomes depended upon the
good will and close working relationships of the key staff involved. This
was noted to the interviewee, both to learn if the interviewee shared this

view and to probe for any other feelings he/she might have had about this

)y
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aspect of the relationship.

Several staff members were interviewed a second time. Second and
subsequent interviews were often more structured. These follow-up inter-
views, therefore, focused on two or three specific areas of questioning:
about budgets, joint planning and decision making, gaps apparent from
trying to "piece together'" the history of the relationship. One outcome
of follow-up incerviews was an elaboration of information about topics
just "touched on" during the first interview. Interviewers found that
people answered questions during the first interview in a careful manner.

The last approach used by the Interviewers included offering feedback
on a follow-up basis to staff being interviewed. For example, a follow-up
interview might involve the interviewer noting that at a previous interview,
the interviewee had indicated a given reaction to some topic. This would
allow the interviewer to go further into the subject, to learn if there
was anything more that the interviewee cared to discuss. Interviewees
would occasionally respond to this feedback by saying that they didn't
remember saying what was quoted, or that they had not intended for the
words to be construed as they were. This permitted the interviewer to
learn more about the interviewee's attitudes and perceptions, and to gain
insight into the dynamics of interpersonal as well as interagency relation-
ships.

All interviews were held in person, with the exception of two follow-up
interviews which has to be conducted by telephone because of difficulty
in finding mutuallr agreed-upon times to meet. Interviews were conducted

in the offices of those interviewed. The Coordinator of CE, Jackie Rochford,




arranged for all interviews, except those in which the interviewer already
had met the fnterviewee and could arrange the interview time directly.
I-terviewing was done during working hours, except when an interviewee

was not available during that time. Interviews were always arranged at
tne convenience of the person being seen, to maximize a feeling of rapport

and to minimize disruption to the person's daily schedule.

Notes were taken by the researchers during most interviews, although
no attempt was made to record responses verbatim. Key phrases, ideas,
and themes which came out during the talk were recorded. This record
was a useful tool in gaining additional information on a topic. For
example, if the researcher was taking notes while the interviewee was
speaking, and some words were missed, the researcher could ask for the
person to repeat the last few remarks. This resulted in the interviewee
not only repeating but also expanding on the thought being discussed.

No notes were taken during the interviews of the two junior high
school custodians who worked during the afternoon and evening program
hours. The researcher decided that the formality of note taking might
increase the discomfort felt by the custodians, who were not accustomed
to being interviewed, and make the situation more awkward than necessary.
In addition, several events were observed and several staff members were
observed and followed during parts of their work day; in such instances,
note taking was kept to a minimum in order to reduce any impact which the
observer had on the staff member.

Interviews lasted from 30 minutes to two and one-half hours, an average
length of time was 45 minutes. Those individuals who had very limited
contact with the interagency relationship were interviewed for shorter

periods of time. The researchers learned some basic facts about individuals
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before each interview session, to save time, to have a knowledge base from
which to begin, and to indicate the researchers' interests in the individual
and program being discussed.

Interview Questi ... Questions asked were developed from several sources.

A literature review produced questions, paralleling the general categories

found in the literature on interagency relationships--e.g., facilitators,

barriers, role of environment, role of key individuals. The research

team itself, generated questions before each site visit, and during a review
and critique of information available after each site visit. For example,
in reviewing the record of a given interview, one of the team members

asked what the interviewee meant by a phrase or respcnse. Because the
interviewer was not clear, follow-up questions were created. Often, re-
sponses recorded after an interview seemed to differ from other responses
gained to the same question from other staff memhers. Such discrepancies
were noted during meetings after site visits, and resulted in the résearchers
generating new lists of questions. A third source of questions came from
the historical Gocuments reviewed. A reading of the minutes of past
Administrative Council meetings, for example, revealed certain decisions
noted, which didn not seem to have been enacted. Such discrepancies were
noted, and appropriate staff members asked about them. Periodic reviews

of the site visi* records also indicated certain gaps in information. A

list of interview questions typically asked is found in Table 3.

Observations

In addition to using interviews for data collection during on-site

visits, observations of ongoing program individuals and activities were made.

Open gvm periods, classes, club meetings using public school space, workshops,

ERIC
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Table 3

Typical Interview Questions

General

What is your current involvement in the CE program, or with either
the Parks and Recreation Department or Danville Public Schools?

When did you first become involved with CE, or the agenc;?

How did you become involved with CE or vour agency?

How do you define CE? Interagency relationships?

How is the interagency relationship between the Public Schools and
the Danville Parks and Recreation Department werking today?

What are the costs and benefits of CE and the interagency relationship
today, 1in general? For each agency? For the community?

What facilitates the interagency relatiorchip? What problems are
encountered? How are the problems being handled?

What would happen if a new Superintendent of Schools came to
Danville, in terms of the impact on the CE program and the relationship
with the Parks and Recreation Department?

What would happen if a new Director of Parks and Recreation came to
Danville?

What are the support bases for CE in Danville? What are the support
bases for interagency relationships?

What is the relative influence each agency has over the CE vrogram?

Are different (perceived) amounts of influence of each agencv over

the program a problem for the relationship?
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Table 3 (Continued)

Historical

Those individuals who had been involved with Danville's CE program
from its inceptlion in 1972, or who had extensive invclvement with it
at some point from 1972-1980, were asked the following questions:

How did CE get started in Danville? Why did it begin here?

Who was involved in initiating the interagency relationship?

What were seen as the incentives for each agency to get involved?

What roadblocks or problems were anticipated? Which ones were
found?

How were initial problems handled?

What were the first steps taken to begin the relationship?

What outside people were involved?

What were the reasons an evaluation was done in 19747

What were the results of that evaluation? Which recommendations
were put into effect? To what extent were they helpful?

What role did the first two CE coordinators play? How ere tne
contributions of Hyder and Tomlanovich perceived?

What was the social/racial/economic climate in Danville at the
time CE began? During the mid-1970s?

What has the community's reaction been to CE thus far?

~ N
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parent meetings, and Sclool Board meetings were all viewed. As time
permitted, the researchers spoke with class instructors and open gym supervisors
to learn how they saw their role and the class they led and to gain an
understanding of their perceptions of the program and interagency relation-
ships. These observations and informal discussions proved most valuable. ,
For example, one of the barriers mentioned in the literature, resistance
from public school staff to the use of facilities,was discussed with
teachers and supervisors on site, resulting in useful observations and
interesting anecdotes.

Informal meetings between the Coordinator of Community Education and
the Community School Program Supervisors werc observed, too. These often
took place in the office of the Coordinator, and involved such topics as
schedules for the upcoming session, contacts with the media, other
publicity efforts; complaints from teachers, coordination with the principal,

and working scnedules of the staff. Again, observing such 1interactions was

useful in helping the researchers learn more about the flavor of the relation-
ships, types of problems encountered. and ways in which staff of each
agency relate to each other. Nine on-site visits to Danville amounting to
twenty days were made and are indicated in Table 4.

Meetings in the community which involved CE staff or the staff of
either organization were observed. These observations helped the researchers
gain a first-hand understanding of the coordinating role played by CE and
the ways in which other agencies look at CE. A listing of meetings observed

is found in Table 5.

Document Analysis

Staff of Parks and Recreation and the Public Schools supplied the
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Table 4

Dates of Site Visits (1980-81)

September 25 (formal proposal for study made)
October 21-23

December 4-5

December 11-12

January 14-15

March 3-5

March 18-19

May 20-22

June 5-6
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Table 5

Meetings Observed in Danville

Needs Assessment Task Force

College for Living

Danville Area Council of Community Services Monthly Meeting

Inservice and Preservice Training for Part Time Instructors Meeting

Parks and Recreation Center Director's Staff Meeting

Meetings held between Jackie Rochford and interested citizens

Meetings held between Jackie Rochford and various Public School
personnel (including her supervisor, the two Program Supervisors
who answer to her, building principals, teachers interested in

initiating CE program in their schools, clerical staff)

CE Administrative Council Meetings (partial)

Danville School Board Meeting (partial)
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researcherc with documents of both an historical and current nature.

Documents were sought which were relevant to the history of the interagency
relationship, its support bases, ways in whiéh the stdff of cach organization
work together, questionnaires and survey forms, and budget information.
Some areas of interest which arose during the course of the study
prompted review of other documents. For instance, a large number of
interviewees noted how informal and personal the relationship between the
two organizations had always been. This response led to a review of
formalized policies and procedures worked out by each agency regarding
interagency relationships.
As certain themes emerged in reviewing documents, a review of past
or new documents was performed in order to seek confirmation of the trend.
Documents thus served to validate observations and information obtained

from interviews; a list of the documents raviewed is presented in Table 6.
Shadowing

Jackie Rochford, as the central person in the interagency relationship,
was observed for extended periods of time. This was done to gain information
about the demands of her job, for the ways in which the two agencies inter-
face, for the problems and positive elements of the interagency relationship,
and for the overall nature of the program. 1In at least six instances, one
of the researchers spent periods of 3-5 hours in a given day with Jackie
as she managed the various tasks and responsibilities of her job. On
another occasion, a member of the research team spent a complete day with
her. These observations were always done with Jackie's knowledge and consent.
She, like other key actors, was told of the researchers' interest in ob-

serving and shadowing at the outset of the study.
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Table 6

Documents Reviewed

Budget requests

Approved budgets

Correspondence

Minutes of Administrative Council Meetings
Program brochures

Program evaluations

Local media publicity

Job descriptions

School Board policy statements

CE regulations

Facilities use policies
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Jackie typically introduced the researcher who was shadowing her to
others with whom sne interacted, indicating that the researcher was from
the University of Virginia and was spending time in Danville doing a study
on interagency relationships. This introduction, and Jackie's ease in
doing it, seemed to put others at ease, and no awkwardness or strain was
noticed in the process of shadowing her.

One instance in which the researchers' interest in observing and
shadowing was denied occurred at the time of an interview to fill an
opening on the CE staff. Jackie indicated that it would be practical to
do so. After checking with others on the interviewing team, she confirmed
that the others also felt it inappropriate to do any shadowing or ob-
serving during a job interview. With this one exception, there was no
resistance or apparent uneasiness.

Notes were taken while shadowing, as time allowed. These notes
sometimes served as springboards for questions to Jackie, to learn typical

or atypical certain practices were and to confirm what was observed.

Data Analvsis

After each site visit was completed, notes were typed, reviewed, and
discussed by the researchers. Themes and patterns began to appear in the
data after the second and third visits. As indicated by the naturalistic
inquiry method, such themes were pursued as they emerged. 1In addition,
the researchers were aware of the need to gain verification (or lack
thereof) for their observations. TInterviews were arranged with people
who had maintained contact with Danville's interagencv program over several
years, but who were not involved with it on an ongoing, dav-to-dav basis,

to discuss the emerging patterns and to gain additional perspectives. In
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addition, the researchers offered some of their initial, tentative reactions
to certain focal staff membors te . srmine their reactions and to learn
more about how such actors saw t -~ationship. Efforts to verify find-
ings, to check various data sources, and to discuss reactions with "'dis-
interested third parties" emphasized determining the exteut to which there
was convergence and divergence or the data. The researchers vaid special
attention to the need for following up on divergent leads. Because naturalistic
inquiry assumes the probability of multiple realities, it was necessary to
be sensitive to opposing point: of view and perceptions as well as those
which paralleled each other. When two or more people held distinctly
differing views on an issue, the disparate findings were retained as data

to be pursued, or allowed to exist on their own.

When all key actors had been interviewed at least once, rhe researchers
reviewed all site visit notes, categories from the literature veview, and
document records. Team members individually went through all of the data,
each making a list of the categories which seemed to exist in the data.

These lists were compiled for the purpose of organizing the information. The
separately compiled lists were than compared, and one list was created from
chem. The categories included in that single list are in Table 7. Once
these categories were determined, the data were placed into their appropriate
categories. For instance, the findings which related to the interface of

the two organizations (one of the 4 major categories used) were extracted
from the original site visit report or document, and compiled with other

data covering the interface. This "cuatting and pasting” activity concluded
with a new version of the data. Rather than information being contained

in site-visit reports, the data were now organized bv categorv. This rade

the data analysis not only more convenient but more manageahle. 1In addition,

hoa




10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

Table 7

Categories Used to Organize Initial Data

History

CE Program and Process Elements

Interagency Relationships As Means versus Ends

CE Staff Roles and Attitudes

CE Staff Interaction with Other Agencies

Other Examples of Interagency Relationships
Involvement and Participation of the Community
Parks and Recreation Department Staff Roles and Attitudes
Public Schools Organization and Staff

Budget, P'inances, Fees

Working Relationships

Visibility of Agencizs

Specific Points of Interface {and Vignettes)

Sites

Administrative Council

Allegiance to Each Organization

Relative Power of Each Organization

Support Bases for Interagency Relationship

Costs and Benefits of the Interagency Relationship

Perceptions of Danville's CE, and the Interagency Relationship

SN
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descriptions of the geographic, historical, political, and demographic
characteristics of Danville were compiled.

The research team reviewed this draft of the findings and determined
that it was factually accurate, but lacking in flavor. Gaps in the data
became evident, too. To remedy these problems, 2 steps were taken. First,
another site visit was made to Danville to obtain the missing information.
Next, another site visit was made, the primary purpose of which was to
spend a full day shadowing Jackie Rochford. It was thought that by doing
this over the course of a complete day, the researchers would learn more
about the interpersonal working styles, celationships, attitudes and ways
in which the key actors influence each other. The researcher followed
Jackie through a series of meetings, phone calls, planning sessions and
workshops, noting kinds of interaction, types of activities, and responses
to questions and problems, etc.

A "second" analysis of data was performed and included a series of
comparisons. First, the initial set of data findings was compared with
the information brought back from the final two site visits. It was
found that the information gaps noted above were dealt with, and that
che shadowing of Jackie for a full day had, indeed, added a gocd deal of
information and insight into the understanding of how she and her position
relate to the two organizations and staff. Some of the data gathered
on these last two visits seemed to contradict certzin statements made by
key individuals on previous visits;most of the data confirmed and
amplified earlier findings. In addition, comparisons were made between
findings and categories noted in the literature review and the findings
from Danville. Finally, the data were studied by using the initial set of

research questions as guides. The discipline involved in subjecting the
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data to this variety of theoretical and practical constructs resulted in
a close study of each relevant finding from a number of viewpoints,

strengthening the validity and reliability of the findings.

Reporting

Findings are reported and discussed in the next two sections. Infor-
mation about the City of Danville and its community services are presented
in the first sections. Data contained therein was made available to the
researchers by the Chamber of Commerce and from previous studies of
Danville's interagency program. Also ccntained in this section are the
data gathered for .ae study; e.g., staff roles and attitudes, relative
influence of each organization, costs and benefits of the interagency
relationship. A fifth part of the Findings section includes "A Day in
the Life of..." description of the CE Coordinator.

The researchers compiled different events, conversations, activities
and reactions which had been observed during the previous 9 months, and
put them into a composite "day" in the working life of Jackie Rochford.

It was felt that, while Jackie might never have a day exactly like the

one described, the nature of her "typical"” days would be captured by

this section. This parr alsP proved useful as a mechanism for describing
various aspects of the interagency relationship and the ways in which key
people interact. Another vehicle used in this section centered on "Carol,"
the new CE Surervisor, a role created for this report.

The Discussion section was written in two parts. The first compares
the findings wita the general review of the literature on interagency

- relationships; each category summarized in the literature review is contrasted

and compared with the findings in Danvilie. The second part of discussing
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the findings centers around the research questions and the view of the
relationship under investigation as the interface of program process

elements, parameters, and environmental factors as illustrated in

Figure 1, below.

fcogran
Procasses

1 L4

t
' '
! )
' 4
' ¥
[ : .
[ - .
' [] 3 ’

1 . '] ’
.8 -
L] Stiuctats ! , E ’
) ¥ X 1 r .
’ [l ' ' g ’
] 7’

' X ) ! 1 2

]
t . k ' ) 3
L ] Task N . ,
' ' : H 1
‘ 1 | . N \o\'
¢ ' } ] ob 5

) ) (0
[ ' ] H »¢3 @
<

' i Tecbadlogy ! : S

Program Parsseters

Figure 1. Program parameters, processes, and
ervironmental factors.




42

FINDINGS

The City of Danville

Danville, Virginia is an independent city located in Pittsylvania
Couéty, the county with thgylargest land mass in the Commonwealth. Cover-
ing 17.1 square miles, the city lies 0.3 miles frowm the North Carolina
border in Southern Virginia's Piedmont section. The Dan River cuts through
the center of the city, dividing it into northern and southern segments.

Founded in 1793 and chartered in 1830, the city grew to a population
of 5,000 by the Civil War, during which time it became the last capital of
the Confederacy. The Riverside Cotton Mills was founded there is 1882;
today it is known as Dan River, Inc., the largest single-unit textile mill
in the world. The famous train wreck of the "old 97" (Southern Railway's
crack express mail train) occurred in Danville in 1903. Danville is also
distinguished by having had a mayor who served the longest uninterrupted
term in office of any United States mayor. From 1892 until 1938, Harry T.
Wooding served as the city's chief executive.

Danville grew in population as its industries prospered through the end
of the 19th and into the 20th centuries. Tn 1950 its inhabitants numbered
35,062, and by 1970 the figure grew to 46,391. The growth has now leveled off,
and its population in 1977 was estimated at 45,700.

Traditionally, Danville is a place in which people spend their entire
lives. An industrial town, it has a relatively small middle class. Its
economy is dominated by Dan River, Inc., which employs approximately 8,200
persons, and by the Goodyear Tire and Rubber Co., which employs an additional
2,200 persons and is expanding its facilities for further growth.

Crime and delinquency are reported to be extremely low. So, too, is

the unemployment rate. Often called the "City of Churches," Danville boasts
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of over 100 sanctuaries of various denominations. In the area of race
relations, there is relatively little interracial contact, with most whites
living in the northern half of the city and most blacks concentrated south

of the Dan River. Newcomers to the area are often asked by city residents
which side of the river they live on; the answer to this question indicates

a good deal about social class. The city's public schools were segregated
until the 1970-71 school year. In spite of court suits and the social and
administrative problems involved in the change to integration, race relations
in the public schools have been relatively good.

The city's population, largely a working class, is estimated to have an
eighth grade education, on the average. In addition to the public school
system (eight eclementary schools, three middle and two junior high schools,
and one senior high school), the Danville Community College (two-year) and
Averett College (a four-year liberal arts coeducational college) serve the
area. Five parochial schools and a nursing school also operate. The
educational system provides education and training suited to the area's needs.
For instance, a comprehensive vocational wing was added to the senior high
school in 1973; Averett College offers an evening college for older students
seeking degrees; and an extensive vocational and technical training program
is jointly sponsored by the public school system and Dan River Mills,
offering adults the opportunity to learn new textile gkills and to improve
academic knowledge. Danville Community College also participates in this
program.

Danville is served by a 458-bed hospital and a 100-bed mental health
institute. A variety of social and welfare agencies serve the needs of the
poor, elderly, and handicapped. Two daily newspapers, one local TV station

and a cablevision network, and five commercial radio stations keep Danville's
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citizens in touch with state, national, and world news.

Recreational opportunities are offered in over 25 city parks, playgrounds,
recreation and community centers. The city's Parks and Recreation Department,
considered one of the state's finest, offers a broad range of services and
activities through its 18 neighborhood playg~ounds and four recreation centers.
It provides special activities for the handicapped, senior citizens, gifted
children, detention home immates, and others. In addition to those otfered
by the Parks and Recreation Department, recreation and social outlets are
also actively promoted by local churches, business and industry, and private
clubs. The city is governed through a council-manager form of government by
nine councilors elected at large.

In sum, Danville is a city which seems to serve its citizens' needs well.
Its heavily industrial base is supported by a stable working class population,
by training and educational programs with specialized vocational emphases,
and by social settinés characterized by the values of home, church, and
family. If there is a word to describe the environment, it is stability.
Economically, socially, politically, and spiritually, the city has maintained

this stability over the years.

Community Services in Danville

The City of Danville is served by a large number of community organizations
and services. The 1978 Directory of Community Services in Danville and
Pittsylvania County lists over 100 programs and services available to local

citizens, ranging from very small organizations (such as the Danville Area

Ostomy Association) to multi-million dollar agencies (like the Danville

Public Schonls and Danville Community College). While some of these agencies

are publicly funded most receive primarily private support. Some have staff{s

of over 100; most have fewer than 10, or none at all.




The range of interests, needs, and problems served by the area's

community services is similarly diverse. All of the "mainstream" services
are available, providing counseling, senior services, alcoholism services,
assistance to the handicapped, child guidance, employment and vocational
counseling, mental health and psychiatric services, sheltered workshops,
public housing, welfare, health and mental assistance. Mary services and
agencies exist which touch on other areas, such as the local Chamber of
Commerce, the Danville Ministerial Association, Jaycee Park (a recreation
and athletic facility), and the League of Women Voters. Other examples
include Virginia Lung Association, VPT Cooperative Extension Division,
Womack Foundation Student lLoan Program, Women's Resource Center, Work
Experience Program (for those who are out of work and of low income), and
the Youth Activities Coordinating Association.

As in most American cities, the number of community services offered in
Danville grew rapidly Jduring the 1960s and 1970s. Increased concern with

sccial and economic problems, increased levels of Federal funding, and

school integration all contributed to this expansion of services. Inevitably,

the growth in agencies and services resulted in some overlap or duplication
of services. 1In addition, many staff and volunteers appreciated the
possibilities of conrdinating their efforts in order to improve their use of
resources, create efficiency, expand service potential, and support each
agency's efforts. The awareness of the benefits which result from service
coordination, as well as public concern over duplication of services (and,

at times, public requirements of service coordination and integration),
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The Nature of Interagency Relationships

Interagency relationships in Danville, according to experienced social
service workers, are flavcred by a relaxed, personal, cooperative style.

The reported instances of agencies' jealously guarding teir "turf" are few.
Unlike many cities in which community service staff often tend to regard
each other with suspicion if not outright hostility, local workers report an
easy friendship which seems to pervade Danville's human service community.

A good example of the relationship among agencies exists within the
Danville Area Council of (ommunity Services (DACCS). DACCS is an association
of local human service agencies and individuals which join together to
provide citizen input, exchange information on services, develop community
awareness of needs and concerns, and assist each other in pursuing their
goals. It began following World War II as an attempt to coordinate the
existing services; at thar time, delivery of services was often confusing
and not well coordinated for the returning servicemen who needed help re-
settling in the community. The local social services department initiated
efforts toward coordinating services among related agencies, and the
association began.

DACCS was incorporated during the mid 1960s, and it has become increasingly
active since then. The original idea for the association included the notion

that social service workers needed a mechanism for learning about other

agencies and getting to know other workers. This thrust has remained;

in addition, DACCS has acted to identify gaps in existing services and to
seek resources to meet new needs. Several years ago, it sponsored a
community-wide needs assessment, the results of which were used as a
basis for starting senior citizen recreation programs.

Regular DACCS monthly meetings involve 20 to 40 people who gather for
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lunch, exchange information about new and revised services, and listen to a
presentation about one of the area's services or programs. To many who
attend DACCS meetings, there is a warm, almost family-like atmosphere;
indeed, the meetings function as a kind of support group for some.
Controversy and debate are rare. The association seems to meet the needs
of those who attend, and a sense of cooperation seems to result.

There is official support for interagency cooperation and coordination,
as voiced by the Danville City Council and the United Way. Members on City
Council often ask about possible duplication of services when annual budget
requests of agencies are presented. Those agencies which seem to be making
progress toward coordination often receive recognition from the Council.

The United Way also lends support to the interagency notion, and agency
heads have commented that they do not worry about loss of identity when they
work with other groups to sponsor programs; they know the United Way is
behind them and believe that the community is too.

Some agencies have been very successful in coordination efforts. For
instance, in 1980, the Danville Public Schools and YMCA agreed to offer a
swimming program for the City's fifth graders. The Y staff realized they
had pool hours available during the day; the public schools have no pool
facilities. So the Y director, Mr. Sellers Parker, Jr., contacted Dr. Tom
Truitt, Superintendent of the Danville Public Schools, and offered the use
of the Y pool. Parker and Truitt had known each other since childhood and
had no difficulty working out an arrangement which continues to benefit both
organizations and, most of all, the children. The Y has a number of other
interagency arrangements, including the use of its facilities by area church
groups and coordinated programming in some of its summer camp offerings.

Mr. Parker finds the atmosphere in Danville quite conducive to such
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coordination, largely because of the people involved: "It isn't because
of any written policies we have~-in fact, we have no policies on it
[coordination and facility usel}l!"

Other examples of interagency relationships have a similarly personal
aspect to them. Recent growth in classes offered by Danville Community
College (DCC) resulted in a need for more space. Dr. Max Glass, Director
of Continuing Education for DCC, worked closely with school officials in
Pittsylvania and Halifax Counties to coordinate DCC's evening classes
there, and the exchange has worked well. Mutual respect and strong
personal relationships with the key staff are cited as important ingredients
in the success of the coordination.

To some human service professionals, there is a far more verbal support
given for interagency coordination than actual effort and achievement of
such coordination. Most professionals appear quite satisfied with the
current level of coordination, however, and view the personal nature of it
as both necessary and normal. As one City Council member put it, ''Southerners
tend to grow up learning to cooperate...we're different here, we try to help
each other...that's just the way we are." Interagency relationships, then,
seem to have a personal flavor. Some efforts at coordination have been
successful, and most interagency activity falls into the cooperation category.
Official support for cooperation and coordination is offered by funding
bodies. Agency staff report that the need for resource and information
exchange is the incentive for manv interagency efforts, and having good

personal contacts is the most important facilitation. Few barriers were cited,

although some staff noted that there exists a good deal more talk than action

concerning interigencv coordination and cooperation.




The History of the Interagency Relationship

Background: The Danville Public Schools, 1970-1972
During the late 1960s and early 1970s, the Danville Public Schools
experienced major changes. Until the 1970-71 school year, the system was

segregated, with blacks and whites going to separate elementary, junior,

and high schools. (Over two and a half years of litigation resulted in a
court-ordered busing plan for racial balance). School enrollment was
decreasing in the early 1970s, (it stood at 9,430 in 1972), leading to the
closing of some school buildings. There was some criticism that the schools
were under-utilizing their facilities. 1In 1973 a kindergarten program began
a new vocational wing added to the city's high school, and a Community
Education (CE) program initiated in conjunction with the city's Department
of Parks and Recreation. The Superintendent of Schools, Mr. 0. T. Bonner,
maintained a closed-door policy regarding use of public school facilities
during his 28 years as superintendent. Thus, the 17 school buildings then
under the control of the Public Schools were typically not available to the
public after regular school hours, during evenings, weekends, and the summer

months.

Upon Mr. Bonner's retirement, Dr. Zane Eargle took over the superintendency
P g P

of Danville's schools. Dr. Eargle was an outgoing, energetic man who made
friends easily and looked at change in a positive light. He instituted

an open-door policy with regard to use of school facilities early in his
tenure, signalling a new attitude within the Public Schools toward inter-
agency coordination. He had no difficulty from his School Board instituting

this change.

Background: Danville Department of Parks and Recreation, 1970-1972

Mr. Jim Greiner was the Director of Danville's Parks and Recreation
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Department at the time Dr. Eargle came to the Danville Public Schools.
Greiner, described as a "mover and shaker'" who seemed to have several
projects going at one time, was well respected by area professionals in
Danville. Like many in the recreation field, Greiner was committed to
upgrading the recreation profession, expanding the citizenry's concept of
recrection, and increasing the availability of recreational services to
Danville's citizens. He was limited by the availability of his department's
resources, however, and turned to the Public Schools for help. They had the
facilities, he had the staff, and the public had needs for more services;
therefore, a joint venture between the two organizations seemed natural to
Greiner.

His initial approaches to Mr. Bonner were not successful. When Dr.
Eargle came to town, he received a different response, however, and movement
quickly began toward coordinated efforts of mutual interest between the
Public Schools and the Parks and Recreation Department. The concept to be
used was Community Education (CE), a broad nntion which included citizen
participation in assessing needs and in decision-making interagency cooperation
and coordination, citizen involvement in the K-12 school program, as well as
expanded facility use. Greiner needed more space; the Public Schools had
extra space and needed public support during a difficult transition time,
so the exchange made sense to both Greiner and Eargle. Interagency coordination
could help meet both agencies' needs, and Community Education seemed to be
the vehicle to make it work.

At their initial meeting in 1971 Greiner and Eargle got along well, and
they planned to implement their coordinating efforts quickly. A group
including Greiner, Eargle, Bob Haskins (principal of Gibson School at that

time) and Bob Wiles (on the School Board) went to Flint, Michigan, to attend
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a three-day seminar cn CE. Flint was the home of the National Center for
Community Education, and the Flint Community Schools had sponsored CE
programs in conjuncticn with the Pavks and Recreation Department since

the 1930s. 1Its CE prograwn received national attention for its compre-
hensiveness, and it was seen as a model for the country. Upon their return,

the group arranged a meeting with staff of the Mid-Atlantic Center for

Community Education (MACCL) based at the University of Virginia, who helped

them prepare a grant request. The MACCE had funds from the Mott Foundation,
the n CE funding source, which were given for assistance to new CE
programs. They also helped in making presentations to the School Board
ati City Council on the nature and advantages of CE. A three-year, declining
funds grant was approved by MACCE, and an agreement was reached between the
School Board and the Department of Parks and Recreation to co-spons . the
program. The Parks and Recreation Department would contribute $8,000 for
the first year's efforts, and the Public Schools committed approximately
$9,700.

The second historical period for CE in Danville covered the years
1972-1974. Two Community Education Coordinators were hired in July,
1972: Ann Clymer and Thurman Echols. Thurman, a black man with a BA in
Sociology was placed at Gibson Elementary School, which had a largely
black enroilment. Ann, a white female with a physical education background,
worked at Johnson Elementr vy School, which was basically white. They went
to a two-week CE leadership training program in Flint. They then met with
their respective principals, Bob Haskins and Bernard Ladd, and the Superin-
tendent to establish guidelines for the CE program.

The Assistant Superintendent for Instruction, Dr. Tom Truitt, was given

responsibility for the CE program. At the same time, a Community Education
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Administrative Council was formed to write job descriptions, to help shape
policies and directions for the program, and to provide overall support.

The Superintendent, Recreation Department Director, assistants for each

a member of the School Board, and a member of City Council sat on the
Administrative Council. The two CE Coordinators were somewhat anxious about
not being members of the Council and expressed an interest in joining.

Some time later they were made non-voting members, as were the two building
principals.

The initial activities of the two Coordinators included contacts with
tw.nty-three area agencies to discuss coordination and facility use. They
also visited twenty-one area residents and some school staff in order to
explain the program and to gather data on needs. They conducted a survey in
October of 1972 to determine community interests and talents.

Programs were established soon thereafter based on results of the survey.

Also in Ociober, Mr. Bernard Ladd, the principal of Johnson School, and
Dr. Truitt went to Flint for the three-day seminar on CE. Neither reported
being overly impressed with what they saw in Flint and cited the ongoing
crime problems and lack of conern in the appearance of the Flint Public
School buildings as problems not seen in Danville. Still, they reported
an interest in the concept and were willing to give the idea a try.

Many thought that the first two yéars of the program produced dis-
appointing results. Programs and classes were offered for botb adults and
vouth during after-school and evening hours, but few adults attended. A
survey was done to learn more about the Johnson School neighborhood's
reactions to the new program. Based on the results, staff concluded the
program was starting slowly because of (ompeting demands on people's time.

Such demands were caused by: ) a high percentage of families having two

Al
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working parents, b) many families with one working parent having small

children at home, and c) many other families reporting that they were

quite busy already or that their kids were involved in other activities.
The key administrative staff and policy makers were still supportive

and interested in the concept. Because of the disappointment, and in

light of the continued interest, the MACCE was invited to come in and do
an evaluation of the CE program in Danville. The Mid-Atlantic Center agreed,
and a team led by MACCE Associate Director Paul Tremner conducted an
evaluation in the spring of 1974. The recommendations of the team were as
follows:
1. Continue the CE Program,
2. Move the CE sites to the city's two junior high schools
with the Coordinators reporting to the schools' principals,
3. Develop greater community awareness of CE,
4. Develop greater public school staff awareness of CE,
5. Do a needs assessment in the feeder schools,
6. Put more emphasis on adult programming,
7. Develop community councils at the two junior highs,
8. Offer more weekend and non-school day (summer and holiday
programs,
9. Ixpand the CE Administrative Council to include other agencies
and the two Coordinators,
10. Increase coordination between Vocational Education, Adult and
Continuing Education, and CE,
Il.  Strengthen communications between Central Staff and CE Coordinators,
12, Budget funds to allow CL Coordinators to initiate programs
directly in addition to <cheduling the use of facilities bv

other agencies,
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13. Provide in~service opportunities to local communities served by
the CE program.

Many of the recommendations were implemented, including the change to
the two junior high schools, increased adult programming, promotion of
increased awareness of CE, and increased coordination and communication
with other public school administrators. It was hoped that adults would
feel more comfortable in the junior highs and would view the program more
pesitively than was the case in the smaller and more cramped elementary
schools.

Finally, on June 20, 1974, the Danville School Board adopted its first
policy statement concerning CE:

The Danville School Board shall provide a community education program.

This program shall be planned, promoted and implemented in cooperation

with the Danville Parks and Recreation Program.

At the beginning of the second period of development for CE, Tom Hyder,
the son of a former Georgia Tech football coach, was hired for the Bonner
coordinator position in 1974. An outgoing, active likable young man,

Tom jumoed into his job, and the program took on new life. He planned

a Crafts Day for the community as a way of giving the program more
visibility and getting people involved and interested, and over 500 people
turned out. He also began doing some informal needs assessments {sometimes
going door to door in the neighborhood), made efforts to initiate a
Community Advisory Council with the assistance of Bonner principal Gordon
McCubbins (without much success), and began meeting with various groups

and agency staff around town suggesting such interagency projects as

the Festival in the Park, which has grown intc a major three-day event
enjoyed by thousands. Hyder took an activist approact to public relations

and generally instilled a new sense of excitement in CE. Program participation

began to increase.
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Assistant Superintendent Truitt became the new Superintendent in 1975

upon Dr. Eargle's departure. At that point, overall CE program responsi-

bility was given to Jack R. Lewis, Jr., Director of Career and Vocational
Education, Adult and Continuing Education. A new coordinator, John Tomlanovich,
was hired for Langston Junior High. He worked well with Hyder and helped
continue the growth of the CE program. Participation continued to grow,

and a comprehensive public relations effort was begun with the Public

Schools' staff and the community at large, resulting in improved public

and professional recognition of CE.

At the end of the 1976 program year, Tom Hyder left, and Jackie
Rochford was hired, the first person in the program with Masters—level
training in CE. Jackie was given the Langston position, and Tomlanovich
moved to Bonner.

The period from 1977-1979 was marked by increasing consistency and
growth in the CE program at Langston Junior High (at which the same CE
Coordinator, Jackie Rochford, worked for three successive years). Less
consistency occurred at the Bonner site, which had a series of Coordinators.
Tomlanovich resigned in the summer of 1977, and his successors were not
seen as effective as Hyder and Tomlanovich had beea.

One new area of growth and development occurred at Belleview
Elementary School. John Tomlanovich had begun discussions with the new
Bellevue principal, Ms. Nancy Ingram, describing to her the advantages
of interagency coordination and shared facility use. Ms. Ingram had come
to her position (in the fall of 1976) with an unfavorable attitude toward
the open school approach. Tomlanovich was persistent, however, and
Ms. Ingram decided that something new was neceded at Bellevue. She was

aware how uncomfortable most Bellevue parents were in the school building
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(which was located in a low income neighborhood); they did not feel that
it was their school, she found, and many had negative attitudes toward
education.

In the spring of 1977 she gathered 15 people from various levels of
the Public Schools to discuss means for increasing community involvement in
Bellevue. The first result was the start of a set of parenting classes,
the main goal of which was to help parents feel bhetter about being in their
neighborhood school. She initiated a planning council (with many parents
involved) to help plan and encourage further parent involvement and support.
The classes were well accepted, and a second series of classes for parents
was offered. The program began to gain some momentum. Both parents and
teachers were working on the planning council, and by the 1978-79 school
year after~school classes for third and fourth grade bellevue children
were begun. The program continued to expand with a good deal of parent
and community involvement, interagency relationships, and creative programming

for children and youth (for the current status on the Bellevue program see

"CE Today'").
The use of staff time and setting of priorities changed somewhat during
the 1977-79 period. Hyder and Tomlanovich had been involved with various
agency and interagency meetings in the area, which resulted in less time
to supervise CE programs at the junior high schools. Hyder had spoken with
Dr. Truitt about this, and Dr. Truitt agreed to the use cf CFTA participants
to help cover the ongoing CE programs. Hyder and Tomlanovich had also
been involved in activities of the Parks and Recreation Department, had
some involvement in that Department’'s planning process, and assumed a few
of its administrative duties. As one Parks and Recreation staff member

saw it, CE was closely associated with the Departaent during this time,
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and its identity was not as separate and clearly established as it is today.
During the 1977-79 period, several steps were taken which resulted |

in a CE program with clearer identity, formality, and structure. A feeling

for the changes in CE may be gained by reviewing the annual program

evaluations; which Jackie Rochford initiated at Langston at the end of the

1976-77 program year. Excerpts from those evaluations follow.
From the Langston CE Evaluation for 1976-77:
Process and Community Awareness: A Community Outreach Program was begun
in an effort to obtain more citizen involvement. A survey to assess
community needs w's developed during the year, and there was discussion
of forming an Advisory Council. Overall, though, it concluded that

"process was the weakest part of the CE Program in Danville" in
1976-77.

Programming and Participation: Overall, lower turnout for courses
than expected was seen, except for the open gym program and tennis,
the Virginia Polytechnic Institute Extension classes, and First Aid.
The rerort calls for greater publicity to help "spreac the worg."

In addition, successful classes and programs were held at Gibson and
Westmoreland Middle Schools, and it was planned to continue them "if
school staff is receptive to running these activities.'" The "need
for some neighborhood-based programming has been established in some
communities," if local staff can be enlisted in teaching and super-
vising these programs.

Interagency Cooperation: Cooperation was quite positive; the Danville
Area Council for Community Services (DACCS) met monthly to bring
community representatives for information sharing. In addition, the
Youth Activities Coordinating Association (YACA) began during 1976-77
to help coordinate youth-serving agencies. A community brochure was
initiated by the CE staff, publicizing agencies' summer programs.

[t was printed in the Danville Register.

K-12 Integratior: Resource speakers for the schools were used through
the services of CE, and this kind of support needed to be expanded.

CE sponsored in-service training for school staff concerning use of
community resources was noted as a neced. The CE coordinator was
actively involved with school clubs, activities, and student council.

Supervision and School Staff: Good communications were reported with
the Langston Principal and night watchman. Even closer communication
is called for with the Langston faculty.

Q (.A
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From the Langston CE Evaluation for 1977-78:

General: No CE Coordinator was hired for Bonner between July and
October of 1977. Several activities occurring during the Fall of
1977—writing the Five Year Plan, revising the School Facility Use
Policy, writing CE Policy~--were time consuming, thereby taking time
away from interagency thrusts in the community and program expansion
efforts. There was a need for better publicity of the program, better
supervisory procedures, and the "reestablishment of communication

with the Langston faculty and administration." It was concluded

that onlv time would tell if the planning and organization efforts
were "worth the sacrifice necessary to complete it," (S7TC).

Adult Programs: Attendance at the regular CE classes more than doubled
during the winter and spring sessions with over two hundred people
enrolled each session. Some overlap occurred between CE classes

and those of the YMCA, Recreation Department, Adult and Continuing
Education program. Greater efforts were needed to identify specific
groups whose needs were not being met (such as women, seniors,
pre-schoolers). Another area to pursue was mentioned: programs

not often offered in Danville. For instance, Langston had offered

a summer theater for youth, professional pantomime and dance groups,
all of which did quite well, suggesting more of a similar nature
should be tried.

Public Relations: A consistent, comprehensive PR program for Langston
was of great value in attracting more people to CE. Several of the

PR approaches used came from PR experts around the Danville area.

More of the same was called for, plus new ideas to avoid becoming
static. "Variety and consistency” were seen as the keys.

Youth Activities: Efforts were made to increase youth participation,
but with little success. Greater needs assessment and public relations
for youth programs were indicated, as well as trying some neighborhood
school sites and focusing on elementary age kids. An attempt was

made to start a Langston student council, but it did not succeed.

The open gym program was the biggest disappointment of the year;
turnouts were lower than in the previous year, partly because the

gym was closed for five months of the year. Open gym was seen as
having "tremendous potential,” and with proper gym maintenance, its
former high success should be attained.

Community resources as supplements to the K-12 curriculum: There

were three major areas needing improvement: 1) greater parent
involvement in day school program, 2) initiation of a coordinated
publicity effort toward both after-school and day-school activities

to foster the "community school” concept, 3) use of resource speakers
and transportation for field trips to help increase the day program’s
use of community resources.
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Citizen Participation: Little was done to reach the goal of involving
citizens in assessing community interests and needs. Citizen parti-
cipation was noted to be "one of the most difficult, time consuming
tasks of a coordinator." An Advisory Council was targeted to begin
at Langston by the end of 1978, and formation of neighborhood groups
to help improve participation was mentioned as a possibilitv. A
clear link was noted between the under-utilization of Danville's

CE programs and the lack of citizen involvement in the planning

and process aspects: the communication between agencies and
citizens was seen as "one of the major weaknesses in Danville...

CE in Danville will never significantly develop until a strong
citizen support group is created."

Interagency Cooperation: Cooperative programs with the Y, VPI and

Green Street Recreation Center were indicated; lack of time hindered
further interagency work. The Youth Activities Coordination Association
"all but dissolved" in 1977-78.

Education of Public School and Parks and Recreation Staff Concerning
CE: 1Informal contacts were useful in informing these staff members
of CE's existence and some of its functions. More formal presenta-
tions were cited as needed.

From the Langston CE Evaluation for 1978-79:

Community Resources as Supplements to the K-12 Curriculum: A
iisting of potential classroom speakers and field trip opportunities
was compiled this year. Entitled Mainline to Creative Education,

it was distributed to all instructional staff during the pre-

school in-service week. Unfortunately, while reactions to it

have been positive, little use was made of the manual during the
year. It seems that teachers need in~-service training in how

to coordinate resources and classroom curricula.

Also, a student, teacher, parent organization began this year at
Langston for the first time, with active assistance of the
Community School Coordinator and the School Planning Council.
This was a positive development. Also positive was the strong
support given by the Southside Middle School principals for che
after-schoo! programming concept. It was hoped that expansion
of programs in these two middle schools would occur.

Program Participation: Very good initial responses were seen in
the Bellevue summer CE program. Plans were made to expand this
effort at Bellevue.

sthool staff about CE were o fective, as seen in increased pro-~
gram utilization.

Fublic Relations: The continued and increased efforts to cducate
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Citizen Involvement: The area of citizen participation was, "once
again, our weakest area.'" No Advisory Council was started this
year, although it had been a goal. The Langston Community School
Coordinator noted that she was 'still uncertain as to what purpose
a council...should assume."

Interagency Relationships: 1In this area, as in that of citizen
participation, CE hus not made progress this year, although attitudes
of agency representatives appeared quite positive toward interagency
coordination. "The issue of interagency cooperation has been a
baffling one. Certainly, cooperation in Danville is at a higher
level than in most communities...(existing coordinating groups)

. have experienced difficulty in identifying an appropriate task
and following through...."

Programs For Youth: Programming was limited, but those offered were
well attended. Olen Gym was well used. In general, elementary

aged children were more involved in CE; less was offered to junior
and senior high school youth because of their low participation in
the previous year.

Programs for Adults: Continued success occurred in these programs,
with average attendance exceeding 250 each session. New programs
were offered to serve the retarded, women, and girls in an attempt
to avoid duplication and fill unmet needs.

Program Evaluation: A comprehensive evaluation was developed for
the CE program, consisting of surveys to those served by the pro-
gram, public school and Parks and Recreation staff, agency staff,
and residents.

In-service Training: Little progress was reported with the
exception of a workshop offered on advisory groups.

Overall: Lack of an assistant for four months was a problem; programs
expanded greatly with a new assistant on board. Interest was
expressed in CE programs at elementary and middle school levels.

1978-79 (From the Bonner CE Evaluation for 1978-79):

Youth Programs: Youth responded well to programs, but the number
of programs offered was "disappointing.” Two major issues to be
resolved in order to improve are: 1) the starting time of the
program (it must be right after school) and 2) transportation.
However, open gym in the evenings was a success.

Adult Programs: An active adult CE program was maintained and expanded;
over 500 people were involved. Several new classes were started.

A great deal of the Bonner facility was not used, although it may

never be possible to use the entire plant. To increase facility

tse, the major groups to target would be agencies and community

groups.
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Advisory Council: None exists yet--it was seen as a top priority
for the 1979-80 year.

Interagency Relationships: Good accomplishments were seen this year

in the activities of DACCS; the Youth Activities Coordinating Association
(YACA) reorganized the "remnants of the group' into the Danville
Advocates for Youth (DAY), and DAY begar looking for ways to

establish a youth-serving bureau.

In-Service Training: Little was done this year for Bonner or the
Recreation Department staff, and "my own needed in-service training
opportunities have been limited this year,” the Bonner Communi ty
School Coordinator noted. "I feel I would have received a lot of
benefit from Community Education workshops and conferences."

Community Resource as Supplements to the K~12 Curriculum: Community
resource speakers and field trips are "at the heart” of this objective.
A CE-sponsored resource, Mainline to Creative Education, was written
to provide a resource listing for teachers, but was under-utilized

by Bonner teachers during the year, especially in the use of

speakers. CE did assist several teachers in coordinating field

trips during the year.

Awareness of CE Ser -es: Public School staff awareness of CE was
reported to be goou, especially at the junior high schools. Good
publicity efforts were noted, although it was reported that public
awareness of CE programs was not high enough.

Program Evaluation: Course evaluation instruments were completed by
participants who took classes at Bonner through CE, providing useful
results in evaluating course content and instructors.

A survey was taken during the spring and summer of 197¢ to learn more
about the views of citizens, Parks and Recreation Department staff, and
School Board staff concerning CE and Adult Education. Highlights of the
survey follow:

Overall, the survey responses indicated that many of the strategies
of the Adult and Community Education Five-Year Plan are being met,
However, a few concerns were apparent from the responses. One arca
is public relations.... We also must identify and begin to work

much more closely with those agencies who (sic) feel that they Jo not
know enough about the Adult and Community Education Program.... More
specialized training in specific areas must be offered to those staff
members who work most closelv with the programs. ...

2
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Existing CE and Adult Education Programs: The quality of these pro-

grams was rated very high by past program participants.

School staff awareness: A high percentage report that they were "well
aware" of the existing programs. A much lower percentage of teachers
felt that they understood the "integral services' of the programs.
Specialized training seems called for by the data. 1In addition, most
support personnel viewed the cooperation between themselves and the
adult and CE staff as good.

Public Awareness of Programs: Interestingly, those citizens inter-
viewed reported that they were aware of the available services.
However, the teaching and Recreation Department staff felt that

the majority of the citizens were not aware and ne.ded more
education about services.

Needs Assessment and Citizen Involvement: Citizens felt that they had
ample opportunity to express themselves about their needs and suggestions.
However, the Recreation Department staff and staff of other agencies

were of the view that the needs of citizens were not being assessed
adequately. Recreation Department staff felt that advisory councils

were vital to the programs' success.

Interagency Relationships: 1In general, agency representative felt

the Adult and CE programs promoted cooperative efforts in the community.
In addition, a large number of agencies felt they had insufficient
knowledge of Adult and CE to respond. It appeared that those working
closely with the programs were positive about their cooperative

nature and that many were unfamiliar with the programs' activities in
this area.

In-service Training: Reactions to the existing in-service training
were basically positive. Concerning additional training in CE, opinions
were more mixed: recreation staff, agency staff and teaching staff
(other than junior high school) were in favor of receiving more; the
Junior high teachers split almost fifty-fifty on this question.

Community Resources As Supplements to the K-12 Curriculum: Citizens
surveyed felt more supportive of the Public Schools and more interested
in the K-12 programs due to their involvement in Adult and CE programs.
It was noted that the K~12 staff was less confident that Adult and

CE programs were having this effect on program participants.

Programs for Youth: There was support for the notion of extended day
programs for youth and agreement that an increased number of programs
for youth were needed.

In 1978, the Danville School Board adoptel regulations pertaining to
CE. These regulations, approved after a substantial amount of staff time

was given to them, cover the role and composition of the Ck Administrative

{l )
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Council, the role of CE personnel, the CE-related involvement of the
Assistant Director of Parks and Recreation and of the principals of the
community schools. They also deal with program operation, administration
and supervision, maintenance, tuition, pavment for instruction, special fees,
and accounting procedures. The School Board has also passed policy and
regulatory statements covering school facility use, and there is a
maintenance agreement concerning the Public Schools' and Parks and
Recreation Department's mutual responsibilities in maintaining the areas
around ballfields and playgrounds.

At the end of the 1978-79 program year, several administrative changes
took place in CE which were intended to promote program effectiveness,
visibility, ana accountability. One change was the initiation of a Five
Year Plan for Adult and Community Education (see 1977-78 Langstcn Report),
which was annual updated and approved by the Administrative Council and the
"anville School Board. The Plan gave the staff its "first working document
outlining the direction of the development of Community Education in
Danville."

The CE staff and members cof the Administrative Council recognized some
recurring problems, however--frequent staff turnover, difficulty in finding
CE~-trained applicants for the Community School Program Coordinator positions,
the need for more programming at the elementary and middle schools.

In addition, some Adm*nistrative Council members felt strongly that
certain needs had to be addressed, such as the perception that the two
coordinators were duplicating each other's work (going to the same meetings,
for instance), the need to expand program and staff, and the desire to keep
Jackie Rochford. To deal with these and other problems, an administrative

reorganization took place during the summer of 1979. A new position was
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created, the Coordinator of Community Education. This administrative
position was intended to provide system-wide administrative control and
responsibility for CE and to give supervision for the overall development
of the program. Two other positions were created, the Community School
Program Supervisors, who were given responsibility for the supervision,
development, and scheduling of CE programs at the junior high schools.

The positions for Community School Coordinator were eliminated. Jackie
Rochford was named Coordinator of Community Education.

Under this reorganization the two Community School Program Supervisors
reported to the Coordinator of Community Education and, in some matters, Lo
their building principal. The CE Coordinator reported to the Director
of Career and Vocational Fducation, Adult and Continuing Education (who
had been given responsibiiity for supervision of CE in 1975), and to the
Recreation Division Chief in the Parks and Recreation Department. The
Administrative Council was left intact with the same makeup and general
purposc, except for the additions of the Coordinator of Community Education
and the Chairperson of the division-wide Community Education Planning Council
(which had net been filled).

After the first full year of operation under the new reorganization
plan, L =taff members thought that the changes had been quite beneficial.
The Fvaluation Report written at the end of the 1979-80 program vear had
An aphbeat tone, citing the gains made as result of the increased efficiences,
clearer responsibilities, revised procedures in effect. Highlights of the
1779=-8% evaluation follow:

Programs for Youth: Several arevas shoved improvement. Youth participation
o after-«cheol }fogrnms increased heavily at the elementary schools;

the Bellevue program had excellent success in after-school and summer
proerams; the open gvm worked well, especially with both junier highs
having their gvms open all vear for the first time in at least five

cears. An Art Awareness Program for voung children attracted 139

6o
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students; athletic teams and leagues were formed; and nine of the
elementary schools had after-school programs offered. Three
promising signs noted were: 1) principals were very receptive;
2) maintenance staff at the schools provided fine support; and

3) students and parents showed strong support for the classes
offered.

Adult Programs: These continued to do well, with 300-400 participating
each semester in classes.

Public Relations: Increased efforts were made in this area, with
some positive results; the realizatiorn existed that more was
continually needed.

Program Evaluation: This had been and continued to be a strong area
in the CE program.

In-service Training: More formal training was needed by the two
program supervisors. A need was mentioned for outside people
(""someone with more training") to help and for more involvement
with conferences in the CE field.

Interagency Relationships: The positive spirit continued. Cooperative
programming meetings were held to assist coordination, and several
agencies were contacted concerning coordination of programs.

Citizen Involvement: The CE reorganizacion hurt the Langston Student
Teacher-Parent Organization this year. An Acvisory Council still had
not been formed, and concerns were expressed in the evaluetion as to
the "hows" and benefits of councils. The report concluded, '"Again,
community involvement is the weakest area of the CE program...the
heart of the problem lies in my own uncertainty about how it could

be effectively developed and an apprehension to start anything unless
I feel confident that it can succeed. I am not sure what the solution
is, but it lies in my ability to come to terms with the problem."

Community Resources as Supplements to the K-12 Curriculum: This
objective, cited as "one of the harder ones to accomplish in
community education," was met only partially. Many citizens offered
to assist in the schools, but teachers tended not to take advantage
of such offers. The Mainline to Creative Education was not utilized
to any extent by classroom teachers. Several steps are mentioned
which CE staff could take to increase use of community sources.
Instructional staff is also encouraged to "'make a strong commitment
to the use of community resources" in order to make progress toward
this goal.

The Interagency Relationship Today

The Danville Public Schools

Unlike the early 1970s, few major changes are occurring today,

v
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Enrollment continues to decline, and more school buildings have been closed,
but the citizens, school staff, and school system as a whole have settled
into the new pattern fairly comfortabtly. School integration is taken for
granted now, although the housing patterns in the city are roughly what

they were before school integration. CE is considered an ongoing program

in the community service network, nst unlike other social service programs.
The vocation wing added to the high school is most popular and has not
created a feeling of a separate school, as some feared it might. There

is a sense of calm, continuity, stability in Danville's Public Schools
which reflects the nature of the community; even the anticipated large
Federal funding reductions do not seem to have caused major disruptions

in planning and operating of the Public Schools.

Dr. Tom Truitt continues as Superintendent. There are three Assistant
Superintendents and a Director of Instruction to whom the Director of
Career and Vocational Education, Adult and Continuing Education reports.
[he current School Board is viewed bv some as quite
different from the one which oversaw the schools a decade ago. The
current Board is characterized as being more special-interest minded
than community-wide minded. There is less active interest shown by the
School Board member representative to the CE Administrative Council than
was true in the past, but the Board as a whole continues to be supportive
of the CE and interagency concepts.

Dr. Tom Truitt, in contrast to his predecessor, is a qu’ -t man who
takes a low kev approach to his position. His support for the CE and inter-
agency concept is strong and well known. He talks casilv about his re-
lationstiips with others in his office and in the CE Administrative Council,

noting that the previous relationship between Eargle and Greiner continues
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between himself and John CGilstrap, current Director of Parks and Recreation.
In Truitt's eyes (as well as many others'), it is this close, warm relation-
ship, more than any other single faptor, which insures the effectiveness of
the Public Schools~Parks and Recreation coordination.

Jack Lewis continues as the Director of Career and Vocational Education,
Adult and Continuing Education. In his current position since 1973, Jack
is a team player who maintains a clear sense of his own priorities and
views at the same time. He makes his views known at Administrative Council
and other meetings, fully and actively supports group decisions regardless
of his own thoughts, and is able to express disagreement and an independence
of mind while maintaining strong loyalty to those around him. He is
extremely supportive of Jackie Rochford's performance in the CE program.

The Department of Parks and Recreation

The Department has won recognition throughout the State for its pro-
gressive and creative programs. A good deal of staff effort goes into
public relations, with an attempt to keep the citizens continually informed
about Department activities and about the field of recreation in general.
Public support is strong, according to Department staff. Some of the pro-
grams begun in the past 10 years, such as tue special populations services
for the handicapped, senior citizen activities, and outdoor recreation
programs, are growing tremendously.

In terms of its internal organization, the Division
Supervisors have been given increasing respousibility over the vears. Staff
view the decision-making process as a team effort, and supervisors are given
a good deal of responsibility in the programming and budgeting areas.

John CGilstrap ..as been the Department Director since 1975, having served

previouslv as its Assistant Director. John has a strong commitment to

g R



recreation as a profession and a life force, seeing it as one of our most

important needs, more important than education and as important as food.
To John, recreation is more than a program or activity; it is a state of
mind, which helps improve one's self image, a feeling to be developed.

John takes a participatory approach to managing the Department.

"I like to hire good people, and then get out of their way," as he put it.
There are seven divisions, of which CE is one. Each Division Chief is
responsibile for proposing his or her own budget, which John generally
incorporates into the overall Department budget. His general philosophy of
giving staff plenty of room and autonomy to develop their programs and
subordinates seems to have spread through the Department.

John is supportive of efforts to upgrade the professionalism of
professional recreators. He requires a B.A. for the staff positions
in the Department, has his Division Chiefs operate on a Management-by-
Objectives format with quarterly reports indicating the extent to which goals
have been achieved. Staff development sessions are offered monthly, with
each division responsibile for doing its own. In addition there is a
department-wide staff development committee.

Without boasting, John makes clear the pride he feels in his Department
and staff. There is a relaxed confidence about him which suggests an
appreciation of the long term goals and a desire to avoid arguing about
shert term issues. He, like his counterparts in the Public Schools,
emphasices his lack of concern over turf, agency visibility, and credit
for programs: "We don't care who runs the programs, just so long as they
are provided to the citizens.” Somedav, John thinks, it may become the
norm for recreation departments to be administered bv public schools,

and he would not feel threatened by the change.
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Leticia ("Tish") Lindsey is the Assistant Director of Parks and Recreation,
responsible for the Playgrounds and Centers Division. She maintains close
contact with CE (Jackie reports to Tish within the Parks and Recreation
Department) and with the building level supervisors. Tish is strongly
dedicated to her field and sees herself as a recreator, not a communityv
educator. She carries the responsibilities of her position easily, and
while she clearly knows the field well, she does not use the authority
of her position to influence others. Jackie, for instance, often will
talk with John about an issue without first speaking to Tish, if it seems
to appropriate, and Tish is totally comfortable with his open approach.

<ommunity Education

Danville's CE program, like CE programs elsewhere, can be understoood
by identifying its program and process elements. '"Prcgram" refers to
direct service aspects, usually classes sponsored. "Process" includes
those functions which enable professionals, individual citizens, civie
groups, and others to solve their own problems and meet their own needs;
examples are facilitation of interagency coordination, shared use of
facilities, citizen involvement, and the like. These twn aspects are not
mutually exclusive; for instance, CE may co-sponscr certain programs with
other agencies, thus combining program and process activities.

PROGRAM CLASSES AND SITES: The most visible and identifiable CE function
is the provision of classes. Until 1980-81, the two primary CE sites in
banville were the Langston and Bonner Junior High School<. There was also
a growing program at the Bellevue flementarv School. A n - CE site was
added in earlv 1981 with the start of programming at Geor ¢ Washington High
School. A small number of classes and programs take place at other schools,

usually the middle schools,
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Langston and Bonner: Programs at these two junior high schools are

of fered on weekdavs and Saturdays. Several kinds of programs are offered.
For adults, they include arts and crafts, exercise and fitness classes,
home arts, self-improvement (such as CPR and filling out tax returns),

and special interests (Black history). 1In addition, several classes are
provided in such areas as arts and crafts, fitness, sports and social
interests for youth. Fifty or more such classes and activi:ies may be
offered during a typical eight-week session (generally six veeks during the
summer). Typically, classes are organized by the two community school
program supervisors, although other organizations (such as VPI Extension)
are also involved in offering classes through CE. An open gym session has
proven quite popular during weekday evenings, and this has become a regular
feature of the CE session.

Attendance at CE programs is considerably higher than during the
early years. In general, more people attend classes at Bonner than at
Langstcn. Reasons cited include the fact that Langston, as the former
all Black high school, still has a stigma attached to it (the school is
an all-Black neighborhood, and some white residents do not feel safe going
to it at night) and the fact that Bonner is a newer, more modern and
comfortable facility.

Bellevue: From its small start (see History), the Bellevue CE program
has grown rapidly. Today, programs for elementary aged children are offered
for all classes and grade levels after normal school hours, in areas such
as dance, art, music, tennis, field hockey, basketball, gvmnastics, weight
lifting, cheerleading, nature studv, and camping skills. Programs run for
six weeks, wsually commencing immediatelv after regular school ends at

2:30 p.m.

.
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In addition to these classes, :wo adult programs, in nutrition and
adult basic education, were offered during the fall of 1980. Parenting
classes also continue.

CE at Bellevue serves a more identifiable neighborhood than do the
programs at the two junior high schools. It also serves a younger age
group, in general, and was begun with certai- goals in mind concerning
positive school attitudes. CE is described to the Bellevue students as
a privilege, not a right; not all may sign up for after-school classes,
ana those who wish to take them must participate regularly and show reason~
able behavior if they are to remain in the class.

George Washington High School: The move to George Washington was made
for several reasons. One has to do with energy use. A study of energy

efficiency in the Danville Public Schools revealed that Langston is the

least efficient school to heat, while GW is the second most efficient.
Another factor was the relatively low enrollment at Langston, a cauc~ of

some concern. Finally, the adult and continuing education programs are

already offered at GW. Thus, the move to GW was seen by some as a no-loss

situation. Certain classes and the open gym period will remain at Langs-on,

while others are tried at GW to learn what kind of comnunity response results.

A six-month evaluation of the move was agreed upon when the decision was

made to move to GW.

The new program began during tho winter of 1981, with a small number of

classes offered. No outstanding problems were encountered, and the number

of offerings increased during the spring session. The use of a GW teacher

to coordinate the CE program therc initially, plus the use of other GW

teachers to conduct certain CE classes, helped a good deal in the transition.

CE staff are very pleased with the start at GW.
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Program Staff Responsibilities and Reporting Relationships: The

-

basic organization «° the CE program has remained the same since reorganization

in 1979. The Coordinator for CE is responsible for overall management

of the CE program, including planning, implementation, administration,
evaluation and professional improvement. Somg of these

respunsibilities are shared with the administrative council or individuals
in the public schools and Parks and Recreation Department.

(For a more complete description of the role, see "A Day in the Life.")

She reports to the Director of Career and Vocational Education, Adult
and Continuing Education for the Public Schools. In addition, she reports
to the Assistant Director for Parks and Recreation on certain matters
pertaining to that Department, and in other matters (such as funding) as
she talks directly with the Director of Parks and Recreation.

There are two Community School Program Supervisors, one stationed at
Bonner and the other at Langston (who is also responsible for the GW classes).
They report to the Coordinator for CE and have a dotted line relationship
to their building principals, working with them on matters pertaining to
teacher complaints, facility problems, and the like. The Program Supervisors
are responsible for the planning, staffing, and overall supervision of the
classes and activities going on at their respective schools (See Appmendix D).
During the six- and eight-week sessions they spend much of their time
supervising classes, being available to teachers and participants to answer
questions and deal with problems, and seeing that the facilitv is maintained
and space made available to groups with needs for it. Between sessions
thev plan for new classes, find teachers, put together brochures and

advertise the coming session.  tnlike their predecessors in the mid 1970s

(who =pent time 1n more process—oriented activities as well as program
supervision), thev are clearly in direct «ervice, program-oriented roles.
b BN
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Some CE programs are offered at other schools. To provide adequate
supervision and adhere to the School Board's policy of having a Public
School employee present at all times when a school building is in use,
part-time staff are hired to cover these programs (See Appendix Lj.

Another key staff position is that of '"custodian" at the junior high
schools and George Washington school. Currently the custodians during the
regular public school program are employed for the after school and evening
hours during which CE is operating. The custodians see that the schocls
are opened and closed, clean up after classes, help out in case of emergency,
and act to help the community school program supervisor when special needs
arise. The extent of their involvement varies with their respective program
supervisor; in one case, the custodian is asked to participate in many
aspects of the CE program, and this involvement is reflected in his under-
standing and enthusiasm for the program. 1In the other instance, little is
asked of the custodian other than the responsibilities listed above.

Process: CE in Danville is related to the concept of interagency re-
lationships in two ways. It exists through the mechanism of such a re-
lationship (between the Public Schools and Parks and Recreation Department),
and it also serves to facilitate such relationships.

The Administrative Council has eight voting slots: a City Council
representative, School Board representatives, the Superintendent of Schools,
Director of Parks and Recreation, the Director of Career and Vocational
Education, Adult and Continuing Education, the Assistant Director of Parks
and Recreation, the Coordinator of CE, and the Chairperson of the CF
Advisory Council. In addition, community school principals and others
whose werk brings them inte frequent contact with CE are invited to attend

neetings, without a vote.
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The Council's role in the early years included planning, input into
policy making and program development (see History). Today, the role
has changed in many respects, and meetings are used to deal with such
short term issues as courses being offered, program participation, operational
matters, information sharing, and the 1like. The Council meets approximately
three times a year, and the Coordinator of CE is the current chairperson.
While a good deal of discussion and decision-making between staff of the
Public Schools and Parks and Recreation Department takes place outside
these meetings, the Council does serve as a forum for discussion of inter-
agency issues. Problems resulting from one agency's use of the other's
facilities, how to charge one another for facility use, priority use of
playgrounds and recreational areas are some of the topics with which the
Council deals.

Most of the plannirg and decision-making for CE goes on outside of
the Administrative Council meetings. Jackie and her two Community School
Program Supervisors do the major amount of planning for courses offered
each session. Overall planning for the program is formalized in the Five
Year Plan for Adult and Continuing Education, into which Jackie had a large
amount of input. There was no Parks and Recreation input into that document,
although the Department's staff were invited. Jackie reports she had
a small amount of input into the Parks and Recreation Department Five
Y.ar Plan.

An example of how some decisions are made was the recent opening for
a CE community school program supervisor. The Langston position was vacacved

in Januarv, just as the move of some CE programs to George Washington School

was to take place. To fill in, a temporarv staff was hired (sce Program
Elements, Classes and Sites). Bv April, ads had heen placed in appropriate
P'1
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school, university, and recreation departments.  Jackie handled the degon!s

advertising for and screening applicants after she had talked with Tk
Lewis, Tish Lindseyv, and Bob Haskins, principal of oW High School.  Goce
this group had talked about the qualifications and skills desired, Jacrie
reviewed the applications, followed up on the refercnces of some, d the
group interviewed those applicants who had the best qualifications. Ihe
decision of whom to hire was made by the group, with official approval
from the Assistant Superintendent for Personnel and Staff Development,
Superintendent, and School Board.

As indicated above, good working and interpersonal relationships are
often cited as the most significant factors resulting in positive inter-
agency coordination between the two organizations. Decisions seem 1o Le
guided with this in mind; conflict, when it occurs, is expressed directly
but moderately, and the level of trust appears to be quite high. There aid
no reports of suspected "hidden agendas" among the key staff members, and
disagreements appear to be openly expressed if important.

There are many details and decisions concerning Public School and
Deaprtment of Parks and Recreation which arise and which cannot wait for
an Administrative Council meeting. Budget planning, hiring of new staf:,
program changes are a few examples. Jackie Rochford, the Coordiwmator
of CE, handles many of these by contacting the appropriate staft person.
For instance, if the Parks and Recreation staff wants to SPONSLL d Proglab
at one of the community schools, Jackie would help work out the detail.,
Wher discussions began coacerning the replacement of a Communit. .6 o]
Program Supervisor who left in Januarv, Jackie talked with Jach [ et ,
John Gilstrap, Tish Lindsev, and Bob Haskips In the process of doo 1 dys,

how to advertise and interview for the position, I 0 question o vac oo
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concerning budgeting for a particular need, Jackie may talk with Jack Lewis
*

and John Gilstrap to find out what share the Parks and Recreation Department

can contribute.

A good deal of the interactions and coordination efforts observed in
Danville were of the informal variety. Over the years since CE began in
1972, many staff members of the Public Schools have seen the interagency
relationship work well and cause relatively few problems for the Public
Schools. As a result, willingness to cooperate and share in facilities
and programs has reportedly increased. On at least two occasions, the
arks and Recreation Department has gained permission to construct ballfields

on Public School property; Parks and Recreation maintains and uses the

ter school, evenings, and weekends, while the Public Schools have

1y
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priority use during school hours. This is but one of many instances in
which interagency coordination has helped both organizations. The relation-
~hip i-> not a one-way affair--the Parks and Recreation Department has lent
sv of its facilities to the Public Schools, and its equipment is regularly
nsed by Public School staff.

I nature of most interagency matters is one of informali y marked
iy ogecd sorking relationships. Many staff pcint to the positive relationship

erjosct imtially by Creiner and Eargle, and thev emphasize that continued

cond ot Dt ronsnips between Truitt and Gilstrap set a tone for the whole

Dervtle's (F program helps promote interagency coordination on an

da= el iy Such coordination seems to take place primarily when CE
1o rrect rovolvement in the issue. For iastance, VPT Extension Service
crter Tas-es throughout the Citv, including communitv schools. CE staff
aedyos crdinaty surh classes in the public schools, Occasionally the

cocrdination eloment becomes fairly complex, as in an instance at Bellevue

)
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School, in which CE did a needs assessment, the Salvation Armv provided .

facility for the program, and VPI provided the teacher. Generally, the

. \\\

coordination is more routine, Involving shared facilitv space and some -
times publicity.

Some staff time is devoted to facilitating interagency relationshiyo
which do not directly involve CE programs. For example, Jackie has been
actively involved in the activities of the Danville Area Council for
Community Services (DACCS) and is currently an officer. She also worked
with an ad hoc committee which met to develop a College for Living (adult
education for handicapped adults). The Festival in the Park is another
example of CE involvement in interagency coordination.

A major interagency effort initiated in 1980-8] wdas an areda-wide needs

assessment. Begun under the leadership of Jaclkie and Tish, both of whose
agencies had a goal of conducting a needs assessment, a task force formed
is now preparing to pursue the concept., Over fifteen agencies are presented,
many with differing degrees of interests and needs. The scope of the
proposed project has widened to include all of Pittsvivania Countv, and
after a slow beginning, a subcommittee began working on a statement ot
goals, objectives, and overall mission. Jackre chairs these meetings and
did most of the work between sessions.,  In the spring of 1981, a otevriry

\\
committee was formed to do planning, 1de titv rescurces, and cont e e
momentum between meetings. While this ha. Belped sproad the ronensit b o

over a larger grop of people, Jackie remaine in the Teadership rode ad
exXpects te continue to do so. She and Tk Lewie see the A
effort as potentiallv extremelv valuable gn the Tong rorm,

Volunteers are not being nsed currentl 1o the Provrar g oy qre

community advisory councils in operation., The carrent worl gy g oo,

assessment will provide an important oncorae proc s . LAY SRR PO O RV S

Q 3.
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task force hopes to find funding to implement a needs assessment during

the 1981-82 vear). A potential v?nicle for increased community involvement
is the Administrative Council, on which sit representatives of the Public
Schools and City Council. Because of sporadic attendance by these two
individuals, litt?e citizen input or communication is achieved in this
setting.

Bellevue School had positive experiences in enlisting community
involvement for its CE program. Parents and teachers attended planning
cessions; some neighborhood residents were involved as volunteers and
teachers; and a number of parents benefited directly from the parenting
and other classes, resulting in their strong support for CE and the school.
Bellevue closed its doors as a public school in June, 1981, because of
its age and poor condition. Tt is expected that a CE program will continue
for the former Bellevue students.

Budget, Finances, Fees: In recent years, the Public Schools' chare has

been larger than that of Parks and necreation, although staff of both agencies
say that they try to keep the ration at roughly fifty-fifty. Dr. Truitt
noted that "I assume that John (Gilstrap) will put into his budget as much
as he can; we do the same..."

Jackie coordinates three different budgets--the School Board budget,
the Recreation Departme 't budget, and a local, revolving school account (by
"revolving' Jackie means that funds in that account may be kept past the
end of each fiscal year, unlike the other accounts).

Ihe school account receives funds from fees paid by participanrs. These
fees include class and open gym fees, fees for special events and materfals
fves.  The school account pays for all instructional costs, which, according

to policy, must he self-supporting.

[ N
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Jackie keeps the budgets absolutely separate, as each has its own
restrictions and policies. Essentially, she keep- records indicating that
CE classes are either Recreation Department~sponsored, or School Board-
sponsored. She charges no fees for Recreation Department-sponsored < lasses,
[his not only makes 1life simpler for Jackie's budgeting, but it also means
she has some flexibility in paving instructors of Recreation Department
classes.  When no fee is charged for a CE class, instructor reimbursement
may be less than the $6.00 per hour pay which goes to teachers of fee-
generating classes. The Recreation Department has new guidelines concerning
pay for teachers; high school students who teach a class, for instance,
1re now being paid $2.88 per hour, and college graduates are paid $3.68
per hour.

A distinction betweea School Board classes and Recreation Department
classes in the amount of fee charged. When the Recreation Department
charges a fee for its own classes, it is based on a rate of $1.00 pexr class
hour; School Board classes charge $.75 per class hour. Jackie has found
her approach of providing Recreation Department classes without a fee
results in lower fees for class participants, necessary separation of
hudgets for herself, and the fi-xibility te pay some teacheis at less than
$p.00 per hour. During the past 12 months, approximately $8,000 has been
col’ected for participant tuition fees.

CF appears under the Recreation Department's Part Time Personnel line
ftem .n four places: elementary schools, middle schools, Langston, and
Bonner Tunior High Schools. Jackie reports that she has some flexibility
in switching between these categories as needed; she alwavs checks first

with Tfsh before doing so. CE material costs are listed separately jn the

-
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Recreation Department budget, as are full time personnel.

Jackie notes that she has not found it a problem to pay teachers at
different rates. She tells them before an agreement is reached how much
she would like to pay them, explains the reason for pay at less than the
$6.00 per hour rate (which is usually that she wants to offer a class without
charging a fee, perhaps in anticipation of low-income children signing up),
and It usually is accepted.

Work on the budget each year begins with Jack and Jackie (with input
from the building supervisors concerning part-time instruction and material
costs.). If anticipated budget changes involve adding staff or making
program changes, the Five Year Plan for Adult and Continuing Education is
reviced as appropriate. Next Jack usually approaches John Gilstrap to
discuss che funding request and seek nis support for a given percentage of
the increase.  Such discussions usuallyv are not taken up in any detail
at the Administrative Council Meetings. 1If sufficient Recreation Department
financial support is indicated, Jack proceeds with the request through the
school board channels.

Proposed program changes and additions to the CE nrogram usually
berin with discussions between Jackie and Jack, or may begin at the
Admrnisctrative Council. Generallv Jackie makes proposals to the Counciti,
having recerved needed input from Tish, Jack, and others. f there is
~uppert on the Council, the proposal follows the budget process described
thove. A request for an additional CF program <upervisor this vear
tollowed these teps, but was not approved once it went under review at
the tentral Office fe el.

The Scneel Beard and Recreation Department budget do not contain the
came figures tor Ch. That s, thoee cocts (such as part time staff paid
1007, hy Recreation Department) which the School Board does not contribute

o
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to, do not show up in the School Board budget; the same is crue for the
Recreation Department budget. Thus, neither document reflects the entire
CE program cost.

A Day In the Life...

In order to provide a more complete understanding of the nature of the
interagency relationship as facilitated by the CE program, a fictional day
in the working life of Jackie Rochford is presented. This day is .
composite of the kinds of activities in which Jackie is engaged; it is
unlikely that the fullowing resembles any actual working day; rather it
is intended to represent the way in which her time is used, the kinds of
demands made upon her, and the perceptions of the people identified in the
account. This day .iso uses a fictional character, the new CE Supervisvur,
Carol, as a vehicle for portraying the learning and iabor of CE personnel.

Time: First Week in Tune, 1981

8:45 a.m. Jackie arrived at her office in the modern attractive Bonner
Junior High School Building. She greeted Eleanor, a school secretary who
assists Jackie with some aspects of her work, asked if there had been any
calls (there was a messcie to call the Teaching Materials Center—TMC—
about some materials to be xeroxed for her talk at noon) and walked into
her office. The assistant principal whose office adjoins Jackie's was
disciplining a student who had been involved in a fight for the second time
that semester, and his voice came through the wall. Jackie smiled, as
she realized that the semester was almost over, and she would nol be
overhearing these interactions for several weeks.

As she was about to call the TMC, a representative {rom the American
Cancer Society knocked on her door and asked if she could see her for
minute. Jackie said "Sure," and thev talked for 15 minutes about the

Cancer Society's need for a place to hold a fund-raising event. Jackie
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assured her she would get back to her with a final answer, but tha it
looked promising. As the woman left, Eleanor smiled and remarked that it
was likely to be "one of those days" for Jackie. "I wouldn't have it anv
other wav...couldn't handle a dull job," Jackie responded.

9:00 a.m.  Jackie called the TMC and explained the typing and xeroxing
task which she had left for Jack Lewis' secretary. Since this was a handout
for a luncheon meeting, Jackie asked if the secretary could pleasc type it
up and make the 40 copies needed by 11:30. "I hate to give this to you at
the last minute, but T just didn't have the time to do it before," Jackie

t

explained. "Sounds like you've been working evenings again," the secretary

' Jackie said.

kidded her. '"Yep, 'fraid so,’
9:05 a.m. With a day full of meetings and errands to run, Jackie
figured that this would be the best time to call and arrange for the
Administrative Council meeting. Usually the next one would be held in the
fall. but with the Bellevue School closing permanently and no concrete
plins for continued CE programming to serve the former Bellevue participants,
:ections about the use of the achiol systrem's tennis courts by
the Parks and Recreation Department she «nd Jack Lewis had decided to call
t meeting for the following week. She first contacted Dr. Truitt to find
out what his schedule looked like: "Dr. Truitt, Jack and T talked about
bavioe an Administrative Council meeting next week. We were thinking of
either Mendav or Wednesday morning. Are either cpen for you?"
“Well, it looks Jike T have time available both mornings, But this
ian't wher v nsually have a meeting, is it?"
lackie expliined the reasons for the unusual timing. '"Not that 1

mindeming, mind vou," Dr. Truitt said, "I was just wondering. Matter of

paor, 111 Jook forward to this meeting, especially with Bellevue on the




agenda.  You know, Jackie, sometimes I try to figure out how to make thege
Counci! meetings more useful. Back in the beginning, we had lots of major
issues tou work on--policies, planning. and so on. Lately, it seems like
it's mostlvy comparing notes on classes and all. Not that the communication
isn't important, it is.... Say, are Reverend Campbell (the School Board
representitive) and Stony Bolton (the City Council representative) available?"
Jackie replied that she had not reached them vet. "Well, I hope they can
make it. You know, it helps us to keep the communication open when we
schedule meetings so they can come. Anyway, T guess I'll hear from vou as
to which day, OK?" Jackie assured him she would confirm a meeting time as
soon as possible.

Next, she reached John Gilotrap at the Parks and Recreation Department

John was available Monday, but would be out of town the rest of the week

at a conference. He asked whether the issue of using the tennis courts

could not be dealt with hetween himeelf and Dr. Truitt. Jackie gaid she
was sure they could, but thought it was o goud tepic for others to have
input on, especiallv since it had come up 1n past Administrative Council
meetings.  John assured her he would be there if it was held on Monday.
Next, Jackie recalled that Jack Lewis had suggested having the former
Bellevue principal, Nancy Ingram, and the principals of the two elementn
schools receiving the Bellevue students, at the Administrative Council
meeting.  Since the director of the Salvation Armv (which housed several
activities for Bellevue's CF program) was leaving, John thought it wonld
be important to have them. She called to invite then. Nancv said she
would be able to attend:; the others said they would try to be there.

9:3% a.m.  Jackie made a few notes for the Annual Gk Evaluation whi b

she was starting to write for 1980-81. Under the section called "Communit
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Involvement," she wrote down: "Cite continued success of Bellevue Parent
Advisorv Council and the new Communityv-School Advisory Council." The
community participation had been very good at Bellevue, she +» ught, and
it confirmed her belief that such councils only work if they exist in an
identifiable neighborhood served by a true community school, much smaller
than the junior high schools. In addition, the strong support of the
schocl principal, the interest of the school's staff, and the availability
of adequate space (such as the Salvation Army) all mace the difference in
Bellevue's success. Jack wanted to see more efforts made at initiating
advisory councils; he had had success with one in the vocational area,
but she did not see the necessary conditions existing for them at the
current CE sites. In addition, she was not all that comfortable in going
out to help organize community councils; maybe some of the course work she
was planning to take at VPI would give her some ideas in this area.
9:45 a.m. Jackie needed to check over the program statistics which

Marsha Gardner had turned in for the Bonner Spring CE classes. Marsha,
the Community School Program Supervisor for Bonner Junior High, had an
office down the hall from lackie. Bonner continued to have good turnouts,
although the numbers had not increased substantially during the past few
vears.  The figures she had received the previous week for the new George
washington programs were encouraging, especially since the program and staff
were new there.  She started to add ap all the figures for the vear when the
phone rang. It was a teacher from one of the svatem's elementarv sonools.,
o was concerned that no CF programs had been of fered at his school that

yoan o =pite of the fact that a few activities offered the vear bhefore
boad teen wnccesaful, Tackie explained that she wanted (o get more progranming

into the elementarv as well as middle —choole, but that budgeting and

L
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coordination were problems. Jackie told him she appreciated hie instere~t,
but that the summer program was already set up and that CF was not being
used to sponsor athletic leagues as such. Was an open gvm period an optior,
then, he asked? Not for the summer, but perhaps some sort of program

could be tried in the fall. Jackie thanked him for his fdeas and intereat
wd promised to get back to him during the summer.

9:55 a.m. Jackie told Eleanor she would be across the hall in the
main office taking care of scme accounting details nd checking for the
mail. She asked her to tell Carol (the new CE staff member) to wait for
her if she was not back in time for their 16:00 a.m. meeting.

10:02 a.m. Carol was in the office when Jackie returned.

Carol, good to see you. How did vou survive vour first day?"

"Well, vou said it would be a challenge and vou were right! But
I enjoved meeting some of the teachers at George Washinéton since you and
I had talked with Mr. Haskins about the staff. I think they have responded
pretiv well to having had CF moved inte their puilding, especially si.-e
it was done so quickly last Januarv. Whv did things happen that wav®"

Jackie expliined why the move was made, that it was unfortunate there
was net more time for planning and doing staff development with the teacner-

"ob, Mr. Haskins explaired that to me after vou left,” replicd Carol,
"and T understand it. I'm just happy that the teachers seem to have aceente
us so well)"”

Carol had also read over some materials which Tackie gave ber, o ol
recent class sehedules, annual cenorts, and some general information on (1,
"I'm beginning to get a feel for the provrams amd the wav thipge are
organioed” Carol said. "I'moglad vou didat vive me oo mah 00 e

read; T had enough in college.™
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Jackie responded that CE theory was not cne of her interests either

and that it wis the actual programming, the 'hands-on" experiences that
she enjoyed more. '"In fact, I'm looking toward more supervisory and
administrative training."

After some discussion about immediate tasks to be cared for, Jackie
gave Carol a general introduction to what she considered to be key points
of operating a CE program in the local schools.

"The principal's support is very important,' she began. "He can
make it or break it for you. At George Washington I do not think ycu
should have anv trouble. Mr. Haskins was involved back in 1972 when CE
started at two elementary schools, has been supportive of CE from the start.
When he agreed last vear to give it a try at George Washington we knew we
could go ahead full steam. If he had vetoed it, only Dr. Truitt could have
overridden him, I think. Mr. Haskins knows what we're trying to do, and
if vou stay in touch with him, and don't make any important changes without
first rhecking with him, you'll do fine. Also, the teachers are very
important, especially when you realize that for most public school teachers,
their perception of CE means "more work' due to the wear and tear on their
rooms and equipment. We have fine teachers here, 1'd say, but you have to
understand what we're doing from their perspective, too. Thev re used to
having their rooms looking the same wav in the morning as thev did when
they left the ovoniﬂg before. Teachers, especially teachers in the veocational
area, are protective of their rooms, particularly when there's a lot of
expensive equipment i1 them. Jack Lewis, whom vou met at vour interview
(and we're going to take a run over there this morning so vou'll see him azain),
encourages the vocational teachers to regard the rooms and equipment as
theirs. He figures, if the teachers don't care, who will? So, after the

principal, the teachers must be given a lot of attention, and sometimes




.,

you're going to catch some flak that won't seem fair. For instance, if a

teacher comes in one day and finds things looking messed up, he or she is

likely to call the principal and complain about CE and maybe about vyou.

or that you saw the room after the class left and it was clean and neat.
But, you see, CE is the most visible, the most obvious one to blame,
(since we're around a lot), so you mav catch it. Most teachers are f:ir

and just need to know that you understand their concerns and their needs

and that you'll work toward resolving complaints."

Carcl looked a little worried. '"Did I scare you?" Jackie asked

with a smile.

"No, I guess I just didn't realize that the job would be so political,"

she said.

"Well, we have a good start at George Washington, and vou mav have

very few problems. I just don't wanc you to be surprised.”

Next they talked about the situation at Langston. Jackie told her

about the school's history, the possible stigma because it was an all

Black high school, and the history of CE there. "Again, it is real important

Well, you might absolutely know that CE wasn't in that room the night befoure,

to get to know the principal there. Mr. Crews is a good man, and he believes

in CE. T know, because T was the building-level supervisor there for
three vears, and I got to know him pretty well. He isn't always available
to talk with during the day, because he has lots on his mind while school
is on, but you can catch him late in the afternoon. He's casier to talk
with then."

Jackie related Mr. Crews' carcer to Carol. As Danville's first super-
visor «f adult basic education, he had an early interest in the lifelong
learning concept so central to CE. To him, CE primarily means teaching

adults in the public school after the K-12 program ends. He came to
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Langston in 1976, after serving several years as principal in elementary
schools. <

"Mr. Crews is a genuine believer in the CE concept," said Jackie.
"He feels that citizens paid for the schools, so they should be able to use
them, all day, ail month, or all year. You have to keep this in mind,
because he also gets pretty protective and worried about certain uses of
the building when we suggest new activities. He is aware of the costs of
extra facility use (broken windows, things like that), but he also knows
that CE increases the public's support for the school system. So you just
have to take some time, don't push him, let him feel comfortable with you
and get te know he can trust you, and you'll do OK with him. The same is
true with the teachers there. What you have to remember about them, as I
see it, is that they handle some fairly rough kids, and they sometimes feel
that they don't get enough support. So to them, you may represent one
more demand that doesn't give them anything back. CE has been at Langston
for a long time now, and nobody is really challenging the idea. 1It's
just that you'll be new to them when tl.ey come back this fall, and it'11
be helpful to spend some time just talking with them, getting to know them,
letting them know you're human too, and that makes it casier for them to
cooperate "

"In fact, that's true of lots of things about CE around here."

"What do vou mean?'" Carol asked.

“"Well, we doa't put a lot down on paper. We have a School Board policy,
and a facvilities-use policy==the things I showed you in the CE manual.
But mostly, CE works well here because people get along well. Truitt and
Gilstrap dos I work well with all the people on the Administrative Council:

and when people around bere like vou, it'« a lot easier to get things done."

S oA,
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"Who else do vou think T shouid get to know?" Carol asked.

"Ho, that's probablv plenty for now," replied Jackie, "since you'll
have lots to do getting the programs going and finding out who we've been
hiring for teachers. At some point you'll get to meet Dr. Truitt, the
Superintendent, and John Gilstrap, the Parks and Recreation Director. Thev
are among the strongest supporters of CE, if not the strongest supporters.
[f we had a new Stperincendent who had different .deas about shared facility
use, or someone else in John's position who wasn't as flexible as he is,
it's possible CE would not last too long, at least not in its present form."

Carol asked about contacts with other CE building-level -upervisors,
in-service training, the opportunity to go to workshops. "Since my train-
ing wasn't in CE, I just feel like it might help me to have some of these
experiences."

Jackie responded that she wanted to offer more staff developme.ut
activities, but had not had time to do much with it yet. "As far s
fontact with other CE people, there's Marsha here at Bonner, of course, and

there used to be several CE supervisors out in Pittsvivania Co tv, which

;
started its CE program around the same time we did. But their Board just
cut out the whoie CE program because of budget problems, so most of them
may not be aronnd much longer.” Jackie then explained that the program
supervisors in Danville were seen as similar to the public school teachers,
in that thev wer. expected to be committed to their particular schools,
Jack e alse explained that she Jdid not have much menev for trips to work-
saeps and conferences. "I think vou'll tave plenty of opportunities here
during the next several months working with Marsha and me to get a feel i
putting on programs, arranging for classes, getting brochures put togetheor,

and supervising the programs once the next session starts,’ Tackie conclud. d.

Jo
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"I work with you on most of this stuff, as [ do with Marsha, anywayv.'
It was almost 11:00 a.m., and Jackie suggested they take a ride over
to the TMC to get the materials she needed for her noon talk. First, she

made a call to find out if the brochures for the summer CE program were

finished. They were. "Tell you what. Let's go downtown firsc and vou can
felp me pick up the new borchures so that we can start work on getting them
mailed. Then we can stop at TMC on the wav back."

Carol agreed, and on the way out, Jackie explained to Eleanor the two
stops she would be making before going to the Chicken ~f the Sea Restaurant
for her luncheon meeting.

On the way downtown, Carol asked what connection VPI had with CE.

Jackie explained that VPI often offered classes through a facility
obtained by CE. In these cases, in fact, the CE staff publicizes the
class. 1In addition, Doris Pritchett, who heads up the local VPI Extension
Unit, has done joint planning with Jackie. On occasion, VPI also helps
in finding a teacher for a CE class. It is to their mutual aavantage for
their two agencies ro coordinate. Jackie said that Doris realizes that an
adult who takes an Fxtension class offered through the CE program will learn
about other adult education offerings in the City and perhaps have an increased
interest in future classes. It addition, Extension has been under some
pressure from the Federal Government to increase its minority enrollment.
By offering some of its classes in public school buildings, Extension more
easily locates itself in areas accessitle te all elements of the community.
For CFE, the relationship means that more classes are offered through the
schuols, and CL is able to help more adults receive services.

Carol also asked about the Danville Community College (DCC) and its
Continuing Education component. "I'm sorry to ask all of these questions,

but I'w having trouble keeping all the agencies separate in my mind," she

O (, -
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said.

"That's understandable," Jackie responded.  "There are a lot of agencies,
and to some people we all Jo the same thing. DCC apparently had some
connection with CE during the firsc few vears of our program, bhut there
hasn't been much contact with them since I've been here, not until this
vear, that is. Max Glass, who directs their continuing education areva,
got invelved in the needs assessment meetings T told you about vesterdav.
After a few meetings, he was one of the people who seemed most interested
in what we were trying to do. It wasn't easy coordinating all of those
people, at least not at the start. Everyone had his ow. idea of how
we should proceed; different people came to each meeting; and we had to
repeat lots of stuff. Tt got pretty frustrating, frankly. Max kept coming,
and he agreed to serve on a task force whose purpose was to make explicit
our goals and objectives for the assessment. I think he and | got to know
each ofther better, and now it looks like we may start coordinati.. . They
are running out of space for their classes in the City, and we can help
them with that. They've been using CE resources in Halifax and Pittsvlvania
Counties for a few vears, I understand."

They arrived at the print shop where the brochures were waiting. Jackie
thanked the man for his help and piled several hundred brochures into her
car. "Will T have to use my car a lot?" asked Carol.

"Some," Jackie replied. "Most of your time will be speat at Langston
and George Washington, but there will be occasions when vou'll need to drive
to the Recreation Department or another place for a reeting.”

On tiue way back to the TMC, Carol asked Jackie how she got intvrv{tcd in
CE originally. "I guess it began during mv undergrad days," she began.,

"T took an independent study during my junior vear and got involved 1n a
needs assessment. Next year I worked with an after-school enrichment program

(3 ,
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os a tutor, and really liked it. I enrolled in a CE masters program whea 1
graduated.”

Jackie described how she began to see herself as a future Community
School Coordinator once in the two-year CE program. "My interests were
in applied areas; T just tock two CE courses, the rest in recreation admin-
istration, things like that. I couldn't really get into the philosphy and
theory too much; I guess T've always liked the direct aspectr of coordinating
and working with people. 1 didn't read a whole lot about CE during those
two years," she recalled.

During her first year in graduate school, she had ample opportunity
to troone actively involved in programming. The CE coordinator of the
local school system had left, as did the schoul superintendent. She found
herscif with a good deal of independence and thrived on the autonomy.

Afte:r a similarlv independent placement in her second year, she graduated
and took the Program Supervisor positiun in Danville.

"As I see it, my job 1s largely supervisory. That was made clear to
me when [ was promoted during the reorganiztion in 1979. T spend a lot of
time observing the programs and lots of evening hours talking with my
supervisors. [ try to stay involved with interagency activities around
town too, and that can take time, like being an officer of DACCS, where
I'm speaking at noon, and especially the needs ssessment work this year.

[ like to keep involved with my special interests too; T thought of going

1o special Bducation at one time, and here in Danville I'm on the
Assovtatton for Retarded Citizens Board, and help out with Special Olympics.
But | puess most of my time is spent with the CE programs. [ do lots of

runn.ug arounl, and I guess some people might delegate this stuff to others,

but I lite to do it, and feel like T need to stav involved with all of these
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coordinating activities., The only problem is that tending to the nitty
gritty things takes time away from some other respousibilities, like the
staff development you asked about."

"You know, it's funny. My job is really what I make it. I get good
support from the School Board and Parks and Recreation people, but actual
program direction comes basically from me. It felt funny at first, having
so much independence, but I like it now...I suppose it would be good to
have more time for some of the coordinating functions that you resd apout
in the CE literature, but I'm not sure that that will really be possible
here, and I wonder scmetimes if it even is such a good idea. You know,
at meetings neople will often say, "it seems like we nced somebody to
coordinate this or that," and then they look at me, as though CE is the
obvious place to provide the coordinating. Not that that's bad, mind you,
and we all agree on the merit of coordinating, but, how do vou do it?
Everyone talks about coovdination, and nobody really seems to want to guard
tneir turf, but getting people to actively agree and coordinate, that's
difficult. Ideally, CE is far more comprehensive than we have here in
Danville; usually it involves lots of citizen involvement, interagency
coordination, needs assessment. which we're moving toward, but there are
factors her which make it unliely that we'll move too much in that
direction.”

11:25 a.m. Jackie glanced at her watch and realizeu what time it was.
She always liked being on time at meetings, earlv as possible, espuciallv
when she had some responsibilitv for the meeting. as was true todis.  Thev
pulled into the parking area next to the trailer which housed the [MC.

"This is where Jack Levis works and his secretary sometimes Jeea

work for me, like this zeroxing for the luncheon meeting. "




They walked in, and as Jackie went to check out the copies waiting

for her, Carol noticed Jack standing at his office door. They exchanged

greetings, and Jack asked her how the first few days were going.

"Well, there is a lot to learn about," she smiled, "put I think I'm ,
going to like it just fine. I know it will make more sense to me once
we get some activities started."
Jack nodded and asked if she was spending some time with Jackie today.
"Sure am, and she is a storehouse of information," Carol answered.
"She's that and a whole lot more,' Jack said. "If we had ten more
like her around here, we'd be in great shape. She's a real go-getter,
keeps her eyes on the programs all the time, always follows through...
people around town know you can count on Jackie; she's one of the best."
Jackie had the materials she needed; and as she started to leave, she
replied to Jack that he looked awfully thin lately and should start eating
lots more fatty foods and starches to build himself up for the coming race
that weekend. Jack grinned and told Carol that since he and Jackie were
both joggers and sometimes ran in the same races, they were always trying
to fatten each other up.
11:40 a.m. hey arrived at the restauraat, met Doris Pritchett
(from VPI, this year's DACCS head) inside and Jackie, after introducing Carol |
|
to Doris, started helping organize some of the tables and materials for {
her presentation. DACCS, an association for those interested in ccmmunity |
services, meets monthly to exchange information and hear presentations on
new and existing services. Doris chatted with Carol about DACCS, its past
and current activities, and noted that Jackie was a very active member and
officer this year and was slated to take Doris' slot with the group next

vear.
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"Jackie really seems to get around everywhere,'" Carol said.

"Well, that's right, she does, and we need more people like her. T
especially rould like to see more young people like Jackie in DACCS.

You know, we have a very nice group which meets here each month, it's
almost like a» family. But for some of us 'old timers' it would be good
to see more new, young faces. It wouldn't hurt to get some business and
industry represented, too. I certainly hope we'll be seeing more of you
at these meetings, Carol."

Carol smiled and said she hoped so too, although she had the impression
that it was considered more Jackie's role than the Program Supervisors'
to attend such meetings.

12:05 p.m. Over 30 DACCS members and guests had gathered and begun to
take their seats. Doris Pritchett welcomed the group, briefly stated the
agenda, and asked if anyone had any announcements. Two social service
workers told the group about new summer job placement services at their
agencies, and Jackie introduced Carol to the group.

Lunch followed. Carol had taken a seat at one end of a table, and
had not noticed until after the announcements that Jack Lewis had come to
the meeting and was sitting two seats away from her. Jack was talking
with the man next to Carol, who turned out to be John Gilstrap.

"Real glad to meet you. Tish told me how pleased she was that they
hired you, especially with vour fine background. We like people with
Recreation and PE training, don't we, Jack?" John and Jack did not miss
too many chances to kid each other.

During lunch, Car>l took the opportunity to question Jack and John
about some of the issues on her mind--what CE means, and how the interagency

relationship between their two agencies is perceived, Jack responded first,
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noting that the CL concept meant lots of different things, depending upon
whom was asked. He said that in Danville it had come to mean expanded
facility use and educational/recreational programs for the community. As
a concept, Jack said he saw CE as a total education program for the entire

community, including recreation. 'The regular day educational program is

important, but no more so than the evening program.... CL can be a

very comprehensive notion, including social services and other activities.
I've occasionally thought that if T had the opportuni%y to begin a new
school system somewhere, if I were the first superintendent, I would make
it a community education system."

"For us, what it comes down to is better facility use,'" John added.
"You know, a lot of recreation people don't like CE. It can be kind of
threatening when someone from CE says that their program is going to serve
all of the community's needs, and maybe they don't keep in mind that the
recreation folks have been doing certain things for a lot longer than CE
has been around. I'm all in favor of CE, the way we have it in Danville,
and I can't imagine someone coming into my job and not liking it. We
have the best of both worlds--our facilities, plus the schools'. And
there's something unique here which, if you haven't noticed it, you will
soon. We don't argue with the schools about turf. If the new city
swimming pool is run by the schools, that's fine with us. Or if we handle
some new tennis courts, and the schools have use during the school day,
there's no problem. We just like to see the services get delivered, and
it doesn't reallv matter which agencv has its name on the program brochure."

Carol was taking it all in. She 1liked the easv rapport that Jack and
John seemed to have and the way thev spoke about cooperation, especiallv

when she recalled Jackie's comments that lots of people talk about
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cooperation and coordination in Danville, but actually getting the behavior

is not so common.
Her thoughts turned to her own position. She knew what the position
description said, but she was interested in how John and Jack saw the job.

John responded first.

"Well, this is an area where you'll get some different opinions, Carol.
And I realize you're new on the job, and maybe this will be confusing, but
we're pretty straight with each other when we disagree, and we don't sce
eye to eye on this one. See, we kind of feel like the Program Supervisors
need to be involved with the Recreation Department as well as the Schools.
I know your pay check is signed by the School Board, but T just don't see how
someone in your position can do the job well without knowing what else is
going on around town, at the Recreation Centers, and so on. So I'd like to
see you and Marsha be able to attend our weekly staff meetings, get in on
our staff development sessions as much as possible, and really become part
of our staff. 1T think that's important. I guess what T'm saying is, we
see these positions as professional ones, where yon ought to be required to
have a BA in a related field (I know yvou do, but we don't require it), and
you have the time to move around, get to know your colleagues in the community
and understand what our Recreation Department is doing."

Carol turned to Jack, who paused and smiled before responding. '.John's
right, Caroi, when we disagree, we're frank about it. You see, back in
1974 and 1975 we had a couple of staff who were all fired up to get CF
moving in this communitv, and they did a lot of gooad things. Onlv problem

was, it seemed like there were a lot of meetings that thev were both

attending, and we didn't have Jackie's position at that time, so when
they were moving around town going to meet with people, 1t didn't leave
anybody minding the store. We tried some CETA emplovees for a while to
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give us the coverage we needed at the junior highs, but that didn't work
out. Tt just seemed like our Program Supervisors were not as interested

in supervising programs as in coordinating. And we neceded the coordinating
element, but not at the expense of program supervision. After all, it's
our programs that we're evaluated on. People look at how many citizens
took our  lasses, not how many agencies w2 might get to a meeting on needs
assessmené."

"So we had to make a change, and in 1979, we created Jackie's position.
Now it's Jackie's job to do the coordinating aspects, as well as oversee
the pregrams and the two Program Supervisors, and we expect the Program
Supervisors to cover their buildings."

"As far as what John said about this being a professional jc¢ and
have a BA, T agree it's a pro“.ssional job, but having a BA doesn't
guarantee anvthing. Let me tell you, I've worked with a lot of people
in the vocational field, and some of them only got through high school,
but thev knew what thev were doing with their equipment, and they could
teach as well as 2nyone."

t was almost 1:00 p.m. and most of the group had finished lunch.
Doris introduced Jackie ("...someone who really needs no introduction, you
all know Jackie..."), who handed out the schedule for the summer CE session,
as well as a summary page outlining the basic CE facts.

Jackie seemed to be enjoying herself as she described the current CE
program, the recert move to George Washington, possibilities for the former
Bellevue stadents, and for programming at the middle schools during the
coming vear.  Carol recalled having asked Jackie if she was nervous about
the speech on their wav over and Jackie's resjonse that she liked taking

about CF and did it so much she could do it ir her sleep.

19
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There were several questions after her talk, most having to do with

specific details of the program (numbers attending the classes, what
programs would be continued at Langston, etc.). There was one question
Jackie had not heard very often before. |

"What would you say are the main costs and benefits of CE, and of
this unique interagency relationship, for each organization?"

Jackie noted that it might seem the benefits are clearer for the
Recreation Department than for the School Board. '"The Recreation Department
has greatly expanded facilities at their disposal. In addition, other
School Board perscnnel have become more open to the idea of cooperating
with the Recreation Depariment staff because of the ongoing and positive
relationship they have enjoyed." Finally, she pointed out that CE aids
the Recreation Department in that CE results in increased attendance
figures on the record sheets. "In a lot of ways, I think the arrangement
gives the Recreation Department an improved publ c image. I really don't
see any costs, other than the obvious one that it costs money, but nct as
much as it would if John Gilstrap had to rent out all these facilities at

the going rate.... John, do you want to add anything, from your Department's

perspective?"

"Well, 1'd just agree with what you have said, Jackie. There is no
way we would ever bujld the facilities we now get from the schools and be
able to afford it. And remember, many more people now have access to
recreational programs and facilities because of the CF agreement between
us and the Public Schools. And we're sharing the staff costs, so every-
ove gains, really."

"As far as the School Board goes," Jackie went on, "It's mainly
increased community support. We think that many people in the community

understand we can offer them more programs this way than if we did our

Tus
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own thing. So we gain good PR, especially as CE attracts people into
the school buildings we are using, and they see that the schools are in
good shape and are being used and enjoyed many hours a day. I think the
people appreciate the fact that we are making efficient use of their
facilities."

Other than the increased wear and tear on the school buildings, she
could not think of any real costs to the Public Schools. 'Mostly, we
think that the gains are to the public more than to each agency; that's
the way we like to look at it."

Jackie looked at Jack to see if he wanted to respoud. He shook his
head, satisfied that he would have said largely the same thing.

It was 1:35, past the started ending time. Doris Pritchett thanked
Jackie, thanked the DACCS members and guests for attending, quickly announced
the next DACCS meeting data and speaker, and closed the meeting. Jackie
staved afterward to gather up her materials. Carol asked if she could
help. '"No, that's OK, I've got almost all of it by now."

Carol walked toward the rear of the room, waiting for Jackie. Ms. Lal~r
Earle, the secretary of DACCS and a long time DACCS member, introduced
nerself and asked Carol about her new job. Lalor, who had been collecting
money from the members for lunch, showed her pride in DACCS and its
achievements. '"We work hard to keep the membership totals up there, and
we have a few more than last year. TIt's just so good to see these people
come out each month and get the chance to talk and renew acquaintances.
Did vou know that back a few vears, after one of our reeds assessuents,
the local League of Women Voter did a studv which resulted in Danville
being named an All-American Ci

Jackie was readv to leave and reminded Carol that thev had a 2:15

meeting with Tish Lindsav. Carol thanked Lalor Earle, and they left.

10,




1:50 p.m. Jackie asked Carol what she thought of the meeting, and
Carol replied it had been inrteresting sitting next to Jchn and Jack, and

iistening to their ideas about CE. '"They are two of our strongest supporters,"

Jackie said. '"They may have some different ideas about some parts of the |
program, but they work well together."

They stopped at Bonner on their way to meet Tish Lindsey. Jackie
asked Eleanor if there had been any calls (there had been one, from Larry
Decker of the MACCE, in respornse to Jackie's inquiry about a CE intern
for the coming year). Jackie decided she would return the call later and
also make a mental note that she had not yet called Reverend Campbell
from the School Board or Stony Bolton from City Council about the Adminis-
trative Council meeting. She told Eleanor where they were going and
guessed they would be back by 4:00 p.m.

Before leaving the building, Jackie walked down the hall to sece if
Marsha was in her office. She was. Jackie told her she hoped Mars»u
could spend a few minutes with Carol when they returned that afternoon.
Marsha said she would, and Jackie left with Carol to meet Tish.

2:05 On the way, Jackie talked a bit zbout Tish's background. "She
was a Parks and Recreation major, then was hired by the Recreation
Department here as a therapeutic recreation specialist, working with the

v

handicapped primarily. I understand she was promoted to a supervisory

position within her first year, and she became the Assistant Director of
the Department about a year later. She's moved up prottv quickly.”

Jackie also mentioned her working relationship with Tish. "Officially,
I report to Tish within the Recreation Department, although on some things

I go straight to John. It's funnv, because Tish doesn't really act like

my supervisor; we're more colleagues, but T keep in touch with her on what
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we're doing and always check with ner on changes that affect her department.
She understands the program real well, and it's very easy working with her."

They arrived at City Auditorium, the old building housing the Parks
and Recreation offices. Once upstairs, Jackie found Tish in the hallway
talking with one of the Center Directors about the summer schedule and the
new plan for paying part-time instructors. Tish invited them into her
office when she finished her discussion, but Jackie excused herself, saying
that she needed to spend a little time checking on some equipment which
was needed at the summer program at Bonner. Carol joined Tish in her
office.

Tish sat down, took a breath, looked at Carol, smiled and said. ""Now
what were we going to talk about?!" Carol said she did not know what they
were ''supposed" to cover, but she did have some questions about Tish's
role in the Parks and Recreation Department and how she related to CE.

"Well, I wear two hats here, as well as my role with CE. I'm the
Assistant Director, as well as the Supervisor for the Plavgrounds and
Centers Division of the Department. As Assistant Director, I fill in for
John wherever needed, especially in terms of trying to help the other
supervisors, so they don't have to go to John with everything, as busy
as he is. I coordinate all the co-sponsored activities, help with the
budget, fill in for John when he can't attend certain meetings."

"As one of the Division Supervisors, I have the same responsibilities as
the other Supervisors, except this is ocur largest Division. So I supervise
four cemmunity centers, deal with program and staff jssues, coordinate the
budget for playgrounds and centers, write up the staff policy and pro-
cedures, take care of summer playground programs, and get involved with

hiring and firing, at least in terms of making recommendations to John."
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"I get the general idea. Sounds like you keep fairly busy. Tell me
what your role is with CE?"

Tish pamysed. "Well, I wish I could give you a clear answer, tut it
isn't real clear. You know, we're pretty informal around here, and the
relationship with CE and the School Board is informal, too. Oh, we have
policies and a chart showing that Jackie reports to me, but it doesn't
really work that way. I feel more like an equal with her, although‘I
think John may see me more as her supervisor. I sometimes approach the
Program Supervisors directly, and that's OK if I need to, but usually I
start with Jackie if there's something we need to work out between the
two agencies.

"Most of our recreation people see me as the CF supervisor. I'm not,
but our folks don't see the CE staff as often as we'd like. We : sk them
to participate, and we've talked about this with Jackie I'm not talking
behind her back. 1It's just that since they don't come to our meetings too
often, it's felt that their first loyalty has to be with their programs,
so our people don't really see CE staff as part of Recreation.... As
far as the formal relaticnship, Jackie is considered one of the Division
Supervisors for John's weekly meetings (and I fill in for CE if Jackie can't

come), but it isn't clear to me if CE is a Division itself or is under

Playgrounds and Centers."

Carol was still listening, but Tish was tired of doing all the talking.
"How did you feel about the interview, Carol?"

"You know, I was thinking about that today, because everyone I've talked
with--you, Jackie, Jack and John at lunch, the secretaries, everyone has been

s0 nice and easy to be with; I guess I must have been pretty nervous at

the interview...."




"What do you mean?"

"Well, it just seems real different now that I'm'on board', I guess.
I'm sure I was nervous, but at the same time, it seemed so stiff at the
interview. Usually I feel pretty good after an interview, even if I don't

get the job. But I didn't think I'd have a chance at this one, because

it didn't seem to go very smoothly." |

"Yea, it was," Tish agreed. '"See, we're not used to interviewing
together, at least I haven't been a part of that approach before. In |
Recreation, when we have an opening, I think we do it a little more
informally; we try to see what the person is like, let them be themselves.
I guess every agency has its own style, and maybe it was that we had
different sty.es that resulted in some of the awkwardness.'

Jackie walked in. '"Did you get the equipment details worked out?"
Tish asked.

"Yep, all set, although I'll have rc come down in the morning to pick
it up. Marsha works 'till 7 tonight, and she doesn't like to come in
early after she puts in extra hours, so I'll be by on my way to work.

Have you guys got it all figured out?"

Carol said, "We were just talking about the interviewing for my job.
How did you feel about it, Jackie?"

"Well, I think we got a good person!"

"Come on, you know what I mean."

"It was uh, it was probably hard for the applicants to be interviewed
by a team of three or four of ns. See, I don't have much to compare it
with, because I haven't had a lot of experience in hiring vet."

Carol agreed it had been hard. Then she turned to Tish. "I have one
more question. Somebody asked a question at the DACCS meeting today, about

what the benefits and costs of the relationship between the agencies are.
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How do you see that, Tish?"

"Seems like it's all good, for us. We get a lot of publicity, and
there are so many more facility options for us now than we would have
without the Public Schools. Actually, it's broader than that, although
that's the most visible part. With CE, and the ongoing contact with the
schools, you feel you have more of a grasp of what's going on in the community.
Also, T think we can help affect how people view recrcation; we provide
more services because of CE, and mavbe that influences how recreation is
seen."

"Any costs, or problems, to the Reareation Department?"

"Well, it's not a cost, really, but I don't think most school staff
are aware of our involvement in CE Maybe they see us as the "other guy"
who comes in and uses the building, but isn't necessarily interested in
the ongoing programs. We support the concept and programs; its not just
a question of using buildings."

It was well after 3:00 p.m., and Jackie had some calls to make, plus
lots of work to do on the anrual evaluacion for CE. "Sorry to run, Tish,
but we have things waiting for us." Carol thanked Tish for her time, and
they were off.

3:20 p.m. On the way back to Bonner, Carol told Jackie she'd enjoyed
talking with Tish. '"She has an awful lot of responsibilities for a
relatively young woman, doesn't she?"

"Yep, and she handles it real well. I think John has a lot of confidence
in her, as I observe through the increased responsibilities for the
operation that she has. John has had a difficult year dealing with an
acting City Manager and having to do lots of political things to maintain

his Department."
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"Tish said that it's not clear just where CE fits in on the Recreation
side."

"It isn't clear to me somet’mes, either. Not that it's really a
problem, but it seems we're really a part of the Playgrounds and Centers
Division, although I know John sees me in the role of a Division Supervisor."

3:30 p.m. Jackie and Carol pulled up at Ponner. Jackie checked in
with Eleanor, told her she would be back in a few minutes after checking
in with Marsha, and went down the hall to introduce Carol to Marsha. Carol
was surprised to find the CE office inside the school infirmary, without
any visible CE identification on it. Marsha was there, on the phone with
a parent who had called to find out what programs her teenage daughter
might have for the summer. When she got off, Jackie asked if she had some
time to talk with their new Program Supervisor. 'Sure, nice to meet you.
Have a seat."

Jackie said she would be back in a few minutes; she had to go check on
the cofiee and lemonade needed for a parents' meeting set up for that
evening.

"Well, are you getting around to meet everyone?" Marsha askeu.

"Sure am, Jackie has been great about orienting me. How long have you
been working here, Marsha?"

"It's about a year and a half. I have a recreation background, too.
Sometimes I think about going back to it; I kind of miss working with the
kids. This job is a lot of administration and organization, but that's
different than having direct contact everyday."

"Don't you have any opportunities to work with some of the youth
programs?"

"A little, I've don¢ some things with a few youth teams, but that's
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not really where the job is. This is a detail job, finding teachers,

setting up classes, taking applications, and I think it's a good concept.

I just miss the kids. I did well in my last job and started off fine -
here, but maybe the newness has worn off{...I don't really like the night

work, either. How about you?"

"1'm just happy to have a job. So far everyone seems real nice, and
working at both Langston and the high school seems like a real chalicage.
What's your principal here like? Jackie tells me it's real important to
get along well witn the principal and teachers."

"Mr. McCubbins? He's fine. 1 mean, he won't go out of his way to
help the program, but he doesn't get in our way either. If there is a

teacher complaint, he'll tell me, and we work it out. 1 think down deop

he believes that CE is a good thing, out on a daily basis what he sees

more than anything are the headaches, complaints, a few extra costs, you
know. 1It's kind of like the teachers--they don't get much out of CE
except some extra problems, so you have to remind them about the extra
services and the adults who get to take classes they wouldn't have other-
wise. You know, Mr. McCubbins was involved with CE at the beginning here.
when it started in a couple of elementary schools; he was principal at
one of them. 1I'11 tell you something else. He thinks Jackie is the best.
I once heard him say that without her, CE might not last more than f{ive
cars. He kind of thinks it's a mistake for her office to be in a «omating
school, too. Thinks that it results in her being too involved in the
community school program that I supervise."

"I can see how that would be tempting, especially for someone o well

organized and into the details of the job," Carol said.
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It was after 4:00 p.m., and Jackie looked into the office. "You two
still talking?"

"Actually, I need to take care of some things for the coming summer
session,'" Marsha said. '"Let's get together tomorrow or the next day,
Carol. Good luck in getting started.”

"Thanks a lot; nice talking with you," Carol answered.

Jackie remembered she needed to call Larry Decker back about the intern
for the 1981-82 vear. She asked Carol if she wanted to see anyone else that

day. "No, I think I'm all 'interviewed out' for one day," she laughed.
"OK, make yourself comfortable; this call shouldn't take too long, then
maybe we can get cver to George Washington to walk around a bit."

While Jackie talked with Larry Decker, Carol picked up a draft of the
annual CE program evaluation which Jackie had started on. She read some
of Jackie's notes tc herself.

"Dr. Truitt asked me to put something in the report on support bases
for CE...I'm not sure exactly what he had in mind. It isn't easy to get
City Councilors or School Board members at Administrative Council meetings.
ien they're there, sometimes I think it inhibits the discussion...
Support starts with the Central Office...Dr. Truitt's support is strong.
Jack is with the program all the way, too. I don't really know where the
School Board stands...John and Tish are strong backers of CE, and nobody
really argues about who tas more influence over the program...one time,
though, I remember hearing Dr. Truitt remark that he felt the Schools own
"517 of the stock in the program.'" TIt's a lot more than that, if you look
at how much monev the School Board puts into it, but both agencies back
it with their support...I don't think the school principals have strong

feelings cither way, although I've got the impression that they wouldn't
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characterize it '“at way. And they can do a lot to make life hard, if they
don't back us.... The teachers are about the same, but they are usually
understanding if you take the time to explain it to them, and be sensitive
to their concerns....

The agenices and groups in town who have been helped b=cause of our
interagency relationship and the open school concept are also among our
supporters. Overall, I guess it gets back to Tom and John, who have a
special interest in the facility use and added program parts, and Jack and
Tish, who look at it from a broader perspective (i.e., interagency
possibilities, community involvement in the K-12 program).'

Just as Jackie finished her call, the phone rang. It was Sellers
Pa :er from the YMCA, asking about the status of the needs assessment
task force.

Jackie explained that the work was continuing--many agencies were
being represented to the effort, and the current task was to get formal
letters of support from directors of each agency.

"Well, I'm glad things are still moving along." Mr. Parker responded.
"You don't need a letter from me, do you? I've been in favor of this
sort of thing all along, since we like to see cooperative cfforts among
the agencies."

Jackie explained that she knew he was supportive, but that thev
did want a letter from him as well as from all tbe other agencies invelved
and that she hoped he could send one off soon. He promised he would get
to it that week.

Jackie got off the phone. '"See vou've been looking at mv notes for

the evaluation," she smiled. "It's a nuseful exercise, a good discipline

and it makes me think about where we've been, where we're going."
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It was going on 5:00 p.m., and Carol looked tired. ''Maybe we'll hold off
on that tour of George Wwashington until tomorrow, OK, Carol?"

"Yeah, 1 guess I'm not quite into an eight hour routine yet. But it
was a great day. I feel a lot more into it now than we started out. 1T
think that once I get into the job and start working on programs, get used
to evening hours, meet the school staff and all, I'll feel more a part of
things. Want to go out for a beer?"

"Thanks, but I have a parents' meeting to arrange for, and I want to
get the brochures set up so we can get them ready for the mailing. Looks
like another long evening coming up. See you tomorrow."

) Carol waved goodbye as she left, trying to put the day iuto perspective.
She got into her car and wrote herself a few notes before driving home:
"Friendly people, most seem very committed--everyone likes Jackie, she has
lots on the ball--Don't see any real problems yet, although I can understand
Marsha's feeling of missing the contact with kids. I like the programs

T've learned about, don't have a clear sense why they are called CE instead

of Recreation or Adult Education. I must ask Jackie tomorrow....




BISCUSSTON OF THF FINDINGS

An analysis of the findings of a relationship as complex as that exist-
irg between a public school system and parks and recreation department must
start with a framework; such a structure provides a "lens" by which the data
can be understandable and can provide insights into the reality. This analvsis
uses two such frameworks. First, a comparisorn between the literature on
interzgency relationships and the findings of the Danville Public Schcols
and Department of Recreation interagency relationships are presented.

Second, several research questions posed at the beginning of the study are

examined in light of the findings presented above.

Comparison of Findings with the Literature

Incentives and Benefits

In the literature, three incentives for interagency relationship are
identified: (1) an agencv's need for exchange of resources to meet its
goals (the scarcity hvpothesis), (2) the desire to make improved use of
existing resources and to avoid dupiication of services, and (3) environ-
mental pressures or factors. Each of thes¢ was found in Danville.

Concerning the first incentive, the Department of Parks and Recreation

clearly perceived itself as lacking sufficient resources to meet its goals

and had tried for some time to gain arcess to the Public Schools' facilities
in order to offer its programs. Parks and Recreation staff realized that
thev could offer increased services to the community if they had acecss to

additional recreation facilities. In addition, during the decade of the

1970s, Parks and Recreation was able to offer services in several new
areas (e.g., senior citizen programs, services to the handicapped) partly
| because of the facilities made available bv the Public Schools. To a ltesser
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extent, the Danville Public Schools were influenced by the need to exchange
resources and the notion of scarcity. Those Public School staff i.terviewed
consistently replied that increased community support was the major benefit
accrued by the Public Schools from the interagency relationship. Another
factor vhich was frequently mentioned by the staff when discussing costs

and benefits of the interagency relationship focused on service to the
public. Several Public School staff emphasized that the interagency re-
lationship and Community Education (CE) approach enable the Public Schools to
provide more services than could be done without such an arrangement.

The second incentive/benefit mentioned in the literature, improved use
of existing resources, is a factor primarily influencing the Public Schools.
Since the early 1970s, Public School enrollment has been declining. Some
buildings have been closed. It is not clear how this situation influenced
initial discussions about interagency cooperation between Dr. Eargle and
Jim Gre.ner in 1971 and 1972. Usage of school facilities has been a benefit
of the relationship since that time in the eyes of some Public School officials,
and thevr point to the increased use of the school facilities because of CE.
Indeed, the CE staff cites the efficient use of facilities as a benefit in
their CE promotional literature: buildings are referred to as community
schools (e.g., "Bonner Community School'). 1In addition. the efficient use

of reehurces i, cited as a benefit of the relationship when budget requests

are pre cnted to Cityv Council. One City Councilor noted that the notion of

efficien-v regarding CE alwavs receives a positive reception by Council,

especially relative to avoidiu,, 1d reducing the duplication of services.
The Third factor, environmental pressures and changes, is also

evident in Danville. There is no evidence that actual communitv pressure
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was brought to bear on the Public Schools or Parks and Recreation as a
major influence on the decision to initiate the relationship. However,
the Public Schools' need for community support can be seen as a type of

environmental pressure. Given some of the changes which occurred in the

early 1970s,such as desegregation and declining enrollments, it is not
surprising that Public School officials cite community support as the
major benefit accruing from CE and the interagency relationship.

Parks and Recreation staff also see community support as important;
in terms of the interagency relationship, they look at it from a different
perspective. One benefit reported by the staff centers on finding
increased opportunities to influence community attitudes toward recreation
through the use of Public School facilities. Use of school facilities
allows the Parks and Recreation to expand its offerings. Thus, one of
the interests of their staff, to help citizens look at recreation from
the broadest perspective, is enhanced through the interagency arrangement.
This interest in affecting citizen attitudes can be seen as an environmental

factor and is related to the first incentive/benefit.

Facilitators

Factors which facilitate interagencv relationships fall into two

categories: (1) process/interpersonal factors and (2) organizational
structures and mechanisms. The process and interpersonal issues include
the establishment of trust between kev organizational staff membhers, the
arrangement of non-threatening situations in which key staff could meet

and interact, and the talents and creativity of kev individuals. Organica-
tional structure factors include the use of coordinating agencies or

individuals, the use of a model for instituting coordinating relationships,
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and the matching of organizations with complimentary resources.

The influence of process and interpersonal factors has been in Danville
from the inception of the relationship. As previously noted, the staff
involved with CE tuday cite the good relationship between Eargle and Greiner
A8 an important reason for the start of the interagency relationship and
Y. The same staff point out that the relationship continues to work largely
becanse of continued good rapport between Truitt and Gilstrap, aand between
them and the others on the Administrative Council. There is a high level of
trust exhibited among the staff involved. For instrance, Truitt indicated
that he did not know exactly how much money Gilstrap was able tc budget for
CE; Truitt said he assumed that his counterpart would always come up with as
mich as he could. Such a working relationship is built on a substantial
amount of trust. Tn another vein, during the recent interviewing for a new
community scheol building coordinator, the CE coordinator asked one agency
head if he would like to be involved in the interviews. Gilstrap replied
that he had confidence that the CE coordinator would understand his department 's
interests and would chocse someone capable and potentially competent to serve
both agencies. In addition to the element of trust, the importance of a single
individual with special talents and creativity arises in Danville. The inter-
1gency relationship seems to be satisfying both organizations' needs partly
hecanse of the ralents of several individuals. Several proiessionals in the
Public Schools, Parks and Recreation Department and other community agencies
speke abnut how the CE coordinator, Jackie, competently performs her job
while heing alert and sensitive to the needs and potential conflicts between
the twn organizations. Her ability to manage this relationship has clearly

frcilitated it. Th: characteristics and qualities of the other individual-

I
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most involved in the relationship also contribute significantlv to smooth
coordination. Truitt and Gilstrap not onlv work well with cach other,

but also relate easily to others. They set a climate of openness, respect,
and cooperation. 1In addition, within the schools, Lewis has made clear
his support of Rochford, and their relationship seems to work easily and
naturally. The fact that they can jog together and maintain a productive
and professional relationship at work speaks well of their abilities andg
relationship. Tish Lindsey also seems to work easily in this kind of
setting. As was noted above, both she and Jackie report some ambiguitv

in their roles and working relationship, particularly regarding Jackie's
relat;onship to Parks and Recreation. Both seem able to function
effectively together in spite of this ambiguity. 1In addition, although
Tish has responsibility as Jackie's "boss" within Parks and Recreation,

she does not feel 1like Jackie's supervisor; she makes herself available

for assistance and gives feedback and help as needed, without oversteppiry
her role.

The second category of facilitators, organizational structures and
mechanisms, is less evident in the interagency relationship under study,
There was involvement in 1971 and 1972 from the Mid-Atlantic Center for
Community Education (MACCE) which was helpful in selline the CE and
interagency ideas to the City Cousecil and School Roard. In addition, the
MACCE was helpful in providing the origiral grant monev for the program.
Such outside agencies are cited in the literaturoe as ”coordinnting agepc i
and inutviduals who function as "enablers." but the help provided by the
MACCE was useful primarily in obtaining outside support rather than in

faciTitating the actual formation of the interagcnev relationshin.
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The one structural facilitator which is present in Danville involves
the notion of complementary resouices and similar or differ:ng goals.
Those who have looked at interagency relationships from this perspective
agree that coordination is facilitated if the organizations involved have
complementary resources. This is clearly the case in Danville: the Public
Schools system has the facilities and some programs, while the Parks and
Recreation Department has staff and programs, but lack many facilities.
As to the issue of similar agency goals, there is no agreement in the
literature. One point of view is that it is helpful if the organizations
involved in an interagency agreement have similar goals; the other is
that differing goals help avoid competition and "turf guarding". 1In
Danville, the two organizations have similar goals only in the broadest
sense--they both exist to provide services to the public. On a more
concrete level, the goals do not coincide. 1t is not clear whether the
dissimilarity of goals has facilitated the relationship. None of the
staff involved in the two organizations pointed to goals as a factor.
There are other organizations with complementary recources and goals which
are similar to the Parks and Recreation Department--the YMCA,for one--
which have not had extensive interagency coordination with Parks and
Recreation. Danville Community College is an example of an organization
with similar goals and somewhat complementary resources as compared to those of
the Public Schools; there has only been a small amount of actual coordination.

Thus, it mav be that having dissimilar goals has helped balance the inter-

agency relations between the Public Schools and Parks and Recreation.

Barriers

The harriers to interagencv coordination identified in the literature
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include: (1) organizational autonomy, (2) turf protection, and (3)
organizational size. Organizational autonomy encompasses such factors as
fear of outsiders and differing professional ideologies and entrenched
political processes. None of these has becn a significant precblem in the
Danville interagency experience. Before Eargle became superintendent,
organizacional autonomy was clearly a barrier; the previous superintendent
had a policy which kept other organizations out of the schools. Eargle
established an open-door policy, and autonomy ceased to be a problem. This
is not to say that there are not differences between the Public Schools
and Parks and Recreation concerning such issues as professional ideologies
and political processes. There are. The differences have not become
barriers, however, because of the incentives and facilitators for the
relationship. The relationship satisfies needs of both organizations
(scarcity of resources, need to exchange, need for public support), and
key individuals facilitate the relationship and manage potential and

real conflicts. The end result is that Gilstrap, as the head of Parks

and Recreation, may state strongly that he believes a Bachelor's degree

is essential for the Community School Program Supervisors; others on the
Administrative Council from the Public Schools may offer alternate
opinions, but the difference does not impede progress or implementation.
The same is true of the organizations' views of the program supervisors'
role. Those in Parks and Recreation wish to see a much broader role taken
with more involvement in their department's staff meetings and staff
development sessions, and perhaps more involvement in other community
service activities than is now the case. The Program Supervisors are
following their employer's--the Public Schools--guidelines in this

regard, and while such conflicts over appropriate roles could ecasilv
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cause interagency conflict and stress for the Program Supervisors, such
has not been the case.

Turf proteciion and organizational size have similarly been avoided
as barriers to interagency coordination. The attitudes of the key staff
involved have contributed to the absence of turf guarding. Some of the
staff interviewed noted that the question of turf guarding is one which
might arise with Public School personnel, since it is their facilities
which are most often involved. It was noted that some principals in the
school system have changed over the years, and the newer people have
become far more relaxed and open to the notion of making "their"
buildings available to others after school and in the evenings. It is
not clear to what extent the principals' protective attitudes toward use
~f facilities was a problem in the past; today it appears to pose no
problems. Teachers have often voiced concern and objection when they
perceive that CE is causing problems for them in their classrooms. However,
this has not been viewed as an actual barrier to interagency coordination.
Rather, it is seen by CE staff as an ongoing reality which must be
acknowledged, understood, and dealt with sensitively.

Organizational size has been reported to be a barrier in some studies.

Large organizations with many departments or units often seem able to meet

all of their needs and grals independently. 1In some cases, size is related
tn prestige; i.e., large agencies may have high prestige, and those in the
agency may be hesitant to enter into velationships with less prestigious
nrganizations. Both the Danville Public Schools and Department of Parks
and Récreation are relatively large agencies. The Public Schools' pudget
is larger than that of Parks and Recreation. One might expect size and the
question of prestige to be an issue and possible barrier with these

organizations. The fact that the Public Schools contribute more money to
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the CE program than does Parks and Recreation is an additional factor whi.h
could cause problems. However, there is no indication that differences in
size, prestige, or amount contributed to CE have created barriers. One
reason might be that individual., one-on-one relationships are still main-
tained. As has been stated, those in decision-making positions have

good rapport and know how to work well together. Another possible
explanation is that each organization is having its needs met through the
relationship and feels neither any threat from the other nor any stigma
from being closely associated with the other. From the point of view of
the Parks and Recreation staff, the relationship is extremely beneficial;
facilities are used at a cost less than that which would have to be spent
to rent, buy, or build such facilities. As Gilstrap indicated, anyone
coming into his position would have to like the arrangement, ''We have the
best of both worlds--our facilities as well as theirs." From the point

of view of the Public Schools, the CE program offers increased services

to its constituency at a low cost and helps build support for the school

system. As Truitt sees it, the Public Schools put more money into CE

than does Parks and Recreation; the Schools "own 51% of the stock" and

see that the program and staff operate essentially from the school-system-
as-employer perspective. Thus, both agencies seem to be getting what they
need from the arrangement, which may explain why any perceived differences
in prestige, organization, size, or amount contributed to the interagency

relationship do not pose problems.

Responses to Research Questions

The second framework used to wnalvze the findings of this study is

the set of questions posed at the start of the study. These questions are:
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1. How is interagency cooperation/collaboration defined by each

agency official? in the literature?

2]

What do the agencies see as the advantages ana disadvantages

of the cooperative relationship?

3. How important to the continuation of the cooperation
relationship are program parameters? environmental factors?
program processes?

4. What is the extent of edach agency's commitment to the
cooperative relationship?

5. How have different groups in the community(e.g., clients

of the agency, non-clients) reacted to the cooperative

relationship?

Interagency Cooperation Defined

In the literature, several definitions were offered of cooperation,

coordination, and collaboration. Essentially, the definitions differed

according to the amount of exchange going on . 2tween the agencies.
Cooperation was defined as involving certain helpful, polite attitudes,
mutual understanding, the ability to wnrk together on a common task, and
a common effort toward a common goal. This was distinguished from
coordination, which was described as the exchange of elements at all
levels~-staff, facilities, resources, clients, and informatior It could
include joint purchasing, joint programming, coordinated use of space,

and permanent staff liaisons. Finally collaboration was defined as having

the high levels of exchange over long periods of time involving programs,

funds, staff, and functions.

12
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The definitions of interagency cooperation/collaboration given by

those people interviewed in Danville parallel the definition of coordination
found in the literature. Staff members referred to exchange, to the sharing
of resources, to mutual program development, and to the implementation of
programs which exceed that which agencies could do by themselves. Their
notion of interagency relationship involves more exchange than is commonly
found with the concept of cooperation, but not as much as is usually found
with collaboration, which might include the ultimate merger of the separate

organizational units or functions over time.
Advantages and Disadvantages of the Relationship

Those in the Public Schools see CE and the interagency relationship
as a means to enhance their public relations, a way of gaining increased
community support, and a way of reaching more citizens with programs. The
only major costs involved, from their point of view, are some added wear and
tear on school facilities and, occasionally, some difficulties encountered
when teachers find their rooms cluttered or their equipment used improperly.

Staff of Parks and Recreation see the advantages of increased facilities
use, of reaching more citizens with recreational programs, and of shaping
public attitudes toward recreation as major factors in the interagency
relationship. They could cite no costs for their agency in terms of reduced

agency visibility or reduced autonomy.
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Importance of Program Parameters, Processes, and

Environmental Factors

Program Parameters. The first program parameter, people, has been

discussed at length above. The people involved in Danvilie's CE program

and interagency relationship, their personalities, and the relationships

they have formed are clearly major factors in the relationship's continua-
tion. Concerning structure, the two agencies are organized differently.

The Public School System has three assistant superintendents and one superin-
tendent at the upper echelon of administration. These four people have
several administrative staff reporting to them. 1In Parks and Recreation,

the director has one assistant director who also functions as one of the

seven division heads. Each division head supervises several staff who deliver
Jirect services. Thus, the number of the administrative staff in the Public
Schools is larger than that in Parks and Recreation; Parks and Recreation

has a flatter hierarchy. There is no indication that these differences in
structure have played a role in determining the continuation of the inter-
agency relationship. When the CE director needs to talk with the director

of Parks and Recreation about an issue, she may speak first with Tish Lindsey,
the assistant director, or she may go directly to Gilstrap, depending on the
issue. Likewise, she will call Truitt directly if she sees the need. Because
of the personalities and relation hips involved and because of their ongoing
contact through the Administrative Council, differing administrative structures
seem to have no effect on the interagency relationship. The task of the CE
program centers on the delivery of educational and recreational services to
people in the Danville area and the provision of facilities and resources to

help people naet their needs. This broad mission encompasses the purposes of
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the Public Schools and Parks and Recreation. The goals of the two agencies
are similar only in this broadest sense; the goals of CE overlap both
agencies. The tasks involved in meeting the interagency/CE goals are

similar to tasks performed by the Public Schools--offering classes in public
school buildings, hiring teachers to teach the classes, publicizing classes
and programs--and are also similar to some tasks of Parks and Recreation--
using gym facilities, organizing athletic and recreation progcams, and
providing space and teachers for hobbies. This similarity of tasks has

been useful in maintaining the interagency relationship in that staff of

both agencies have an understanding of what CE does, and CE staff are in a
pPosition to understand the activities of botk agencies. No data were found

to suggest that tasks performed by CE or either agency was an inhibiting
factor to the interagency relationship. There are differences in some of

the technology used by Parks and Recreation staff and the Public School staff.
In general, Parks and Recreation staff and administrators place an emphasis
on hiring professionally prepared staff, promoting staff development and
in-service training, budgeting for conferences and workshops, structuring
staff jobs to emphasize a good deal of independence and responsibility, and
delegating widely. Staff at the same levels within the Public Schools,
teachers and coordinators, do not appear to have the same amount of time and
money allocated for staff development and training, conferences and workshops,
and in-service training. CE program supervisors have not been as involved

in Parks and Recreation staff meetings and general departmental functions as
some in the department would like. CE staff follow the Public School person-~
nel guidelines and are vieved as veing parallel with teachers as far as staff
development and workshops are concerned. These differences, though, have been

openly discussed and acknowledged and do not seem to cause problems for the
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interagency relationship. Each agency has taken a different approach to
similar staff positions, and that seems to be related to some differences

in technology. For instance, the area of citizen involvement is one which
has not been developed to any extent by CE. Discussion with CE staff has
indicated that there has been little training or education on methods by
which coordinators could involve citizens in program development and
implementation. This is in contrast to discussions and observations of
staff within Parks and Recreation, where emphasis is placed on citizen
participation. Staff of the department seem aware of the benefits and
methods for involving citizens in their programs. Another difference in
technology between the two agencies is in the general approach taken toward
recreation. CE staff are involved in determining programs to be offered,
finding teachers and appropriate places for the programs, and advertising
and implementing the program sessions. Parks and Recreation staff also
perforn these tasks. In addition, there is a philosophy within Parks and
Recreation that citizens should be educated as to the importance, and even
the meaning, of recreation. Department staff members indicate that they try
to structure some programs and information about the programs in a way which
broadens citizens' understanding of the role recreation can have in their
lives and the ways in which citizens can manage their own recreation activities.
Although these differences exist, they do not seem to hav. any adverse effects
on the interagency relationship.

Program Processes. Power, authoritv, influence and leadership, at
£rogt P Vo,

first glance, do not appear to have a significant impact on the interagency
relationship. Both agencies have staff who make a point of saying that
their overriding interest is in seeing programs delivered, not in building

empires. The sweet flavor of cooperation -vhich permeates the nature of the
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interagency relationship does not appear to be soured by issues of power
and authority. When a closer look is taken, however, there are certain
patterns which exist in the nature of the rela .ionship which may be

explained, to some extent, by power and authority as it exists within and

between the two agencies. It was noted earlier that there were cngoing
issues over which people on the Administrative Council differ. One such is
the question of whether CE program supervisors should be required to have

a degree. Parks and Recreation administrators believe strongly that the
degree is necessary to insure a professional-level staff; public school
administrators do not believe a BA should be required. The CE director

says she is somewhere in the middle, but can live easily without the
requirement of a BA for her staff. The current policy: BAs are preferred,
not required. Concerning the issue of the program supervisors' role vis
é{zig Parks and Recreation, it was noted that Gilstrap and Lindsey, the
Parks and Recreation administrators, would like to see much more interaction
amoung the two agencies' staffs, with more involvement in program and staff{
development. That is not the orientation desired by the Public School
staff. The current practice is that the program supervisors follew the roles
outlined by the Public School staff and by Jackie, the CE coordinator, who
supports orientation of the Public Schools. Differences in perceptions of
program supervisor staff roles are also reflected in other ways. Parks

and Recreation staff seem to put more emphasis on interagencv contact with
other professionals in their field than do Public School staff directly
involved in the CE program. It was noted previously that Truitt does not
support the apprach taken by Hyder and Tomlonovich in the middle 1970s, when,

as CE Coordinators, they spent a good deal of time attending meetings with

others and working on projects which were not directly related to supervising
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their programs. As he stated when asked to comment on CE, it seemed like

the CE coordinators, tie., were not as interested in being at their schools

and supervising the program as in doing other CE activities. Subsequently,

Truitt made it clear that he wanted this situation to change; it was made
clear to Jackie when she came to Danville that the role of CE coordinators,

as they were called then, wids to change. The role of the CE program
supervisors currently emphasizes the supervision of programs at their
respective buildings. The pattern observed in instances of basic disagreement
between the Public Schools and Parks and Recreation is that the approach
preferred by the Public Schools tends to be adopted. Given that the CE
programs operate primarily in public school buildings, and that the Public
Schools put more money into the CE program, it appears that their influence
plays the major role in influencing the interagency relationship. 1In Danville
a difference exists in the climate of the two organizations: professional
development, delegation of authority and responsibility, and informality tend
to be emphasized more within the Parks and Recreation Department than in the
Public Schools. This difference does not seem to influence the interagency

relat ionship, however. Communication patterns within each agency are different

in certain respects. More formality and administrative levels exist in the
larger Public School organization than in the Parks and Recreation Department.
However, there was no indication that communication is a problem, either
within or between the two agencies. Quite the contrary, staff from each
organization speak of the positive and open nature of the communication

processes. From all indications, this open and ongoing interchaage is quite

important in maintaining and enhancing the relationship between the two

agencies. The differences in size and climate influence the decision-making

processes within and between the two agencies. As Superintendent of Schools,
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Truitt reports directly to the School Board, which takes budget requests and
other information about the schools to the City Council. Gilstrap, on the
other hand, reports to the City Manager, not to a Board or the City Council.
He speaks to City Council members formally and informally from time to time,
but his ongoing and close working relationship is with the City Manager. 1In
addition, the Public Schools have a degree and kind of public exposure which
is different, more closely scrutinized perhaps, than that of Parks and
Recreation. These differences seem to manifest themselves in a more informal,
casual decision-making process within Parks and Recreation than within the
Public Schools. When decisions must b~ made regarding CE, they are made in
different ways depending on the issue, as was noted in Findings. 1In general,
though, it can be said that the decision-making process hetween the organiza-
tions appears to be open to all concerned; there is no suspicion that decisions
are made according to hidden agendas or differing motives behind decisions.
This reflects the high level of trust apparent in this interagency relation-
ship. The decision-making process, then, both reflects the strengths of the
relationship and helps to sustain it. In general, those in positions of
influence within each agency have strong levels of motivation to maintain the
CE program. They believe in the concept and the benefits which the public

as well as their respective agencies are gaining. At the CE staff level,
Jackie Rochford demonstrates the high motivation necessary to do a competent
job, to provide a sound program, and to satisfy the needs and demands of both
organizations. Lower levels of motivation were observed in at least one CE
program supervisor, an observation made prior to the hiring of a new program
supervisor ir June, 1981. The extent to which the lower motivation of program
supervisors is evident topenple on the Administrative Council is unciear; none

of those interviewed regard it as a problem, and thus it does not seem to be
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a factor influencing the interagency relationship. Those persons in

decision-making positions within each agency deal with differences and

conflict openly and directly. There is an ability "to agree to disagree'

when no resolution seems possible. Tae general level of conflict appears to
be relatively low; there is broad agreement as to the general purposes, goals,
and strategies of the interagency relationship and the CE program. Conflicts
which do become apparent seem to occur over basic differences between the
agencies. Conflict does not seem to influence the interagency relationship,
except that the effective management 5f conflict reflects the strength of the
relationship and helps to maintain it.

Environmental Factors. History and ownership play a role in shaping

the relationship between the two agencies. The history of cooperation,

close working relationships, and trust and informality have a definite
influence over the continuing interagency relationship. Several staff
indicated that they felt a confidence in the other agency, partly because

of the other's history of working cooperatively. Some principals were
reportedly open to the CE and "open school'concepts because they had seen
Parks and Recreation act responsibly and fulfill its end of the agreements
over the years. Ownership is closely related to the program process

elements of power and authority; Public School staff seem to have more
control over the CE program direction than do the Parks and Recreation staff.
This fact is dependent on the facilities and who provides most of the funding
going into the program. Politics may have been an important factor in the
interagency relationship when the schools were being integrated. Tt is not
an influence today, according to those involved, with one exception. It was
noted by a City Councilor that the Council likes to see agencies coordinate,

/

avoid duplication of services, and run efficient programs. Thus, coordination
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is politically advantageous, at least with regard to the ongoing support of

major funding sources. Societal norms refer to community standards. One

City Councilor believes that the close interagency cooperation exhibited
between the Public Schools and Parks and Recreation is no surprise. He views
the community as a relatively small, southern one; in his mind, people in
such communities "just naturally try to help each other."” This norm of
cooperation, then, seems to be a factor which has enhanced the interagency
relationship. On the other hand, it was noted by more than one person
interviewed, that many human service professionals talk of interagency
coordination and cooperation, but few engage actively in it. Thus, the norm
of cooperation is seen as supportive specifically to the CE relationship,

but not a significant factor in other such relationships. Concerning ethos
and mores (beliefs and morals), no clear relationship is seen in terms of
contributing to or detracting fror *he interagency relationship. The average
educational level of Danville's citizens (approximately, 8th grade) might
suggest that the community would not place a high value on education. Several
staff indicated that many adults hesitate to participate in CE because of
their negative association and identification with public schools. For them,
going to school was not a pleasant or successful experience during their
childhood, and they would rather not reacquaint themselves. As a part of

the community ethos which is not supportive of public education, this issue
may have detracted from increased participation in CE programs, but it does
not appear to have had a negative impact on the nature of the interagencv
relationship. 1In fact, it may serve to stimulate the CE staff and
Administrative Council towards closer coordination; there are periodic
discussions concerning ways of increasing program participation levels. The

educational level issue may also have an 2ffect on motivation levels of CE
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staff{, especially staff who work with the program for a period of time and
do not perceive substantial changes of improvements in community response

to programs.

Agencies' Commitment to the Relationship

Commitment was probed from different perspectives. Those interviewed
were asked questions concerning the payoffs and costs of the relationship,
which staff know the most about the relationship, who would care in the
agency or community if the interagency relationship and CE were to end, and
what would happen with a new head of one of the agencies, one who had
different views of the need for CE and the interagency relationship. A
strong commitment to the relationship is felt by many staff within Parks and
Recreation; it is clear to them that Patks and Recreation gains from the
relationship. The director's comment, that he could not imagine someone else
coming into his position and not liking the setup ("we have the best of both
worlds--our facilities and theirs'), indicates how strongly he believes that
the relationship is beneficial to his agency. 1In addition, CE has allowed
Parks and Recreation to expand its program offerings and areas and populations
served in che city, thus reaching more people. The directors express genuine
interest in reaching as many citizens as possible and helping to broaden
peoples' understanding of what recreation is and can be. Involvement with
the Public Schools and CE has clearly assisted in this effort and has added
to their commitment to maintain the interagency realtionship.

Those interviewed within the Public Schools and CE program indicated
a sincere interest and belief in the value of serving the citizenry, and
for this reason CE and the interagenc! relationship were seen as valuable.

Principals were less suppertive than cthers, however, and did not see clear
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benefits for the Public Schools. Some principals, in fact, were ambivalent
towards the averall value of CE. These people did not conceptualize the
interagency relationship in a manner which allowed them to state whether

they valued it or not. According to the CE coordinator, some people simply
take the interagency relationship for granted since it has existed for

almost a decade. Jackie sees support for CE and the interagency realtionship
within the Centeral Office staff. She knows that the Superintendent, Truitt,
and her immediate supervisor, Jack Lewis, are definitely behind it. The
Schoel Board's support for CE is not as clear. Truitt indicated that he

had never heard a School Board member question the value or suggest dropping
the program. On the other hand, he said that were he to leave, he was not
sure that new applicants for the job would be asked about their support for
the CE and interagency concpts. One School Board member was extremely
supportive in his comments about CE. Several people interviewed indicated
that with a new superintendent who had different views on the subject, CE
might not last in Danville for long. Commitment in the Public Schools
towards the relationship, then, depends on the level under investigation.
Those most directly involved in the ongoing administration of the CE

program are very committed. Principals, however, show lower levels of
commitment. The current School Board representative to the CE Administrative
Council does not come to those meetings frequently. 1In addition, Jackie
expresses mixed feelings about the value of having School Board and City
Council members at Administrative Council meetings; she feels discussion
becomes less open in their presence. Truitt sees a political and educational
value in having them at meetings. 1In order to continue the establishment

of support and understanding for the CE program, Administrative Council

membership will probably remain the same.
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Community Reaction to the Relationship

Observations of some CE programs, such as classes and Open Gym, suggest |
that those who attend are quite pleased with the programs. It is unlikely,
however, that participants know that the programs are possible because of

an interagency relationship. Rather, participants seem to learn about CE

and its programs in the same way they learn about other community activities:
word-of-mouth, publicity and advertising in newspapers and other media, and
previous contact with one of the programs.

Those who work in community service agencies seem to be supportive of
what CE is trying to do, but they probably do not give much thought to the
fact that CE is the result of two agencies coming together--"they kind of
take it for granted by now," is how the CE director put it. There are
éxceptione, of course. Mr. Sellers Parker, Jr., Director of the YMCA, is
aware of and impressed by the interagency coordination. He has worked closely
with the Public Schools and other agencies on various coordinated efforts
and understands what is involved and the potential benefits available. In
general, it appears that aost infcrmation about CE, while it typically
mentions the joint sponsorship of the program, focuses on CE rather than on

the interagency aspect. To a large extent this is probably intentional, as

the key staff in each organizatior do not appear concerned that their agency
receive a great deal of credit for coordinating with the other. Staff
members seem more concerned that the programs be delivered and used. This
concern with providing programs and not with receiving credit works to the
advantage of the relationship. The problem with such a posture, if there is

one, is that there appears to be fairly low levels of understanding or

community support for the interagency nature of CE.
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